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FOREWORD 


wy On the evening of 22 October 1962, President John Ἐν Kennedy alerted 
the American nation to an ominous buildeup of Russian missiles on the {sland 
af Coba. The President announced the establishment of a naval quarantine of 
Cuba to be effective on 24 October and added that ve would take whatever steps 
necessary to neutralize this Russian threat so close to our shores, To the 
people of the United States the Cuban Crisis was the mast serious to occur on 
the international scene since the end of World War II; Korea was thousands of 
miles away, Cuba lay a scant 90 miles from Florida, the U. 8. military forces 
began girding for possible conflict and, while the military venture was under 
the control of a joint command, the U, 8. Army forces were expected to bear 
the brunt of the Invasion of the island and of the subsequent ground combat 
operations there. 


@) The purpose of this study (6 to record the principal actions taken 
by the U. 8. Continental Army Command (USCONARC) ~~ which became the Army 
component of the joint command as Π, 5. Amy Forces, Atlantic Coumand «- in 
preparation for the possible conflict, As General Rerbert 8. Powell, 

Commanding General, Ὁ, 8, Continental Army Comnand, later pointed out, the 
erisis gave him an excellent opportunity to rehearse his forces for armed 
combat without suffering a single casualty. This study is important because 

it affords a continuity in the field of contingency planning not found 
elsewhere in Headquarters, USCONARC, or Department of the Army. Zt covers the 
background planning along with sebsequent developments, changes, and 
preparations for actual implementation. ‘The problems which arose were numerqus, 
but their solutions were lessons to be learned by future planners in the event 
that such as emergency arose again, 


ss, By the time that the Cuban Crisis occurred in late 1962, che 
contingency plans of the U, 8, milicary forces designed to cope with just 
such ἃ situation had undergone sumerous changes. The Ὁ, 8, Continental: Aruy 
Command had observed the constant evolution of a number of such plans over a 
peviod of approximately two years. Contingency planning support of the 
Commander in Chief, Atlantic Command (CINCLANT), for che Cuban area had been 
under constant revision since late 1960. Despite the fact that the basic 
concept of operations remained relatively unchanged, the pertinent contingency 
plans were subjected to @ continual evolutionary process consisting of an 
extensive escalation of force requirements which, in turn, resulted from a 
day-to-day re-evaluation of the enemy‘s capabilities. In the period of one 
year alone ~- Getober 1961 to October 1962 -- some twenty revisions and four 
changes radically altered the force structures committed to these plans. 


(15) The major changes in the task organization can actually be grouped 
into five time frame periods. Between the time the original plan was 
developed in 1959 until che end of 1960, the Army forces comprised a task 
force made up of tuo Airborne battle groups with a strength of approximately 
24,000 (STRAC Operation Plan 51-59), The first major re-appraisal was made 
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in December 1960 when the Army forces were increased to a full Airborne 
division (STRAC Operation Pian 53-61). Again, in May 1961, the force structure 
was increased to two Airborne divisions plus additional surface forces 
(Proposed STRAC Operation Plan 55-61). This latter plan called for the air 
dvop of a six battle group force on Deday, This concept was again changed in 
October 1961 to provide for the ait drop of a ten battle group force on Duday 
(Revised STRAC Operation Plan 55-61), The published plan provided for two 
Airborne divisions, an Infantry division, and an Arnored Cavalry regiment in 
the Air and Surface Echelons and an Infantry division in the One-call Echelon, 
Revolutionary changes were made to the operation plans ducing the period from 
October 1961 to January 1962 as a reaule of the Berlin situation, the 
reinforcement of 8. 8, Army Europe, the activation of ewo new divisions, and 

a call-up of reserve forces, 


(251 The firse indication that the military intentions of the United 
States against Cuba were actually serious occurred in February 1962 when the 
Secretary of Defense directed that planning be expedited with a view to 
reducing troop reaction times, Another major change to the operation plans 
occurred in August 1962 when the indicacions of an intensive Soviet build-up 
resulted in creation of a Floating Reserve and the assignment of additional 
forces, This latter change increased the force requirements ta approximately 
5 divisions wich supporting forces, a manpower total of approximately 

109,000. (The President of the Hnived States questioned the adequacy of even 
this force when, at the height of the Cuban Crisis, he directed the Secretary 
of Defense to consider the use of additional troops.) USCONARC's particis:. 
pation im any emergency operations in tha Cuban area was greatly complicated 
by the fact that the Coumand had te be prepared to respond te the requirements 
of some ten different plans and related actions pertaining te just this one 
atea of operations. The priorities for the various contingency plans, 
moreover, had changed four times during the short period from July to November 
1962. The final priority change was directed by the Joint Chiefs of Staff at 
the very time when USARLANT assault forces were being partially pre~positioned, 
At this Late date, a top priority was directed for Operation Plans 312 and 
316 over and above all other planning requirements, 1 


es Actual preparations at the Department of Defense and Department of 
the Army Levels did not always keep pace with the requirements of world-wide 
contingency planning. For example, in the field of ocean transport, Congress 
in 1954 authorized the Department of Defense to acquire a total of six roll- 
on, roll-off (RORO) vessels for use in such operations. Four years later, 

during the United States intervention in Lebsnon in 1958, U. 8. Arny, Europe 
(USAREUR), highly praised the performance of the USNS COMET, the only vessel 
of this type then in actual service, On the basis of the USAREUR reports, 


Scé Scudy, incl to DF, DSUTR to DOGRF and CofS, 8 Dec 62, subj: 
General Adams' Letter to Genersi Powell, dtd 20 Nov 62, pp 2 - 5. (TOP 
SECRET), In AG TS Con, 
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the Department of the Army pressed for the acquisition of the remaining five 
vessels. In addition, the Department recommended a long-range program for 
the acquisition of nineteen such vessels, making a totel of twenty-five which 
would be available for amphibious operacions.1£ But by November 1962, only 
two such vessels were under the control of the Military Sea Transport Service 
(4STS) and thus available for use by USCONARC, The use of such vessels for 
assault operations, moreover, was predicated upon their mating off-shore with 
appropriate lighterage. As of November 1962, only one Beach Discharge Lighter 
(BDL), the JOHN U, Ὁ, PAGE, had been constructed for the ὕ, 8, Aray and this 
was under the control of the U. 8, Army Transportation Center at Fort Eustis, 
Virginia, Even though the second roli-on, roll-off ship, the USNS TAURUS, 

was ἃ later acquisition, it had no ramps between decks and could not discharge 
into the BDL, 


ΓΙ Not even at the USCONARC level were the lessons of previogs 
operations taken into consideration. Again using the example of amphibious 
shipping, the Office of the Chief cf Transportation, Department of the Army τα 
in developing the history of the Lebanon Crisis of 1958 τ᾿ pointed out that 
the major criticism of the USNS COMET was that its limited headroom sharply 
curtailed the full use of its roll-on, roll-off capabilities. In the 1958 
operations, the COMET was used to transport the 3d Battalion (Medium Tank), 
35th Armor, from Bremerhaven, Germany, to Beirut, Lebanon, USGONARC 
contingency plans called for the COMET to transport an identical troop unit -- 
the 24 Battalion (Medium Tank), 69th Armor -~ to Cuba. Yet USCONARC logistical 
planners did not discover the COMET's Iimications for storing tanks and trucks 
on decks Ne, 3 and 4 until after loading operations were already underway. 
Tanké had to be deckeLoaded which caused the COMET to becoue so top heavy as 
to elicir complaints from the master concerning the seavorthinass of his 
vessel.t4i In fact, these limitations in the headroom, encountered first in 
Lebanon and now at the time of the Cuban Crisis, led che USCONARC logistical 
planners to conclude that vessels of this type were uot suitable to lift the 
Operation Plan 316 assault elements to the objective area and that their use 
in future operations shculd be reconsidered. ἐν 


OCofT, DA, Hise Rsch Off, Lebanon, A Test of Contingency Planning, 
25 Nov 58, pp, 12 - 22 and 36 + 39, (SECRET), 
«τς 
(1) hid, (2) Msg CUSCONARC In H-218439), CO 24 Bn 69th Armor to 
CINCARLANT, DIG 0623352 Nov 62, (CONFIDENTIAL). In DCSUTR F&O Div files. 


iv, 

Lex, USCONARC Ad Hoc Coumittee to DCSUTR, 15 May 63, subj: Summary 
Report of Ad Hoc Committee, Lessons Learned (OPLAN 316) (Ὁ), ATUTR-P&0 (5), 
pe. 15 ~ 16. (SECRET). In DCSUTR P&O Div files, 
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{581 ΑἹ} in all, General Powell felt thar Operation Plan 316 was 
basically sound and chat its partial implementation during the Cuban Crisis 
presented his command with an excellent opportunity to rehearse the plan and 
to develop inpovenents, Generai Powell also fele that this partial implemen 
tation definitely served to improve the day-to-day aduiuistrative, operational, 
and logistical procedures of USCONARC,” 


() The following account records USCONARC's accomplishments during the 
Cuban Crisis, particularly with regard to the problems which had to be over- 
cone in order to respond to the demands imposed by such an emergency situation, 
Shortcomings were inevitable in preparing for possible conflict and these are 
included for the edification of future planning staffs. τὲ is hoped thac this 
experience will prove beneficial both to those responsible for plans develop- 
ment and to those who aust implement the plans should a similar emergency 
again arise. 


Ὁ, 

Tab C, “Comments on General Powell's Letter, subject: Review of 
Cuban Plans,” Ler, CINCLANT to Ch/JCS, 25 Jan 63, (TOP SECRET). In AG TS 
con, 
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GENERAL HERBERT B. POWELL 


Commanding General, U. 8. Continental Army Coumand 
Commander in Chief, U. S, Army Forces, Atlantic Command 
Commander in Chief, U. S. Army Forces, Strike Command 
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Chapter I 


PRELUDE ΤῸ OPERATIONS? 


Since the island of Cuba lay within the area of responsibility 
allocated to the Atlantic Command by the Joint Chiefs of Staff, the task of 
developing plans for any eventual military operations in that area was 
undertaken by Admiral Robert L. Dennison, Commander in Chief, Atlantic 
(GINCLANT), Planning on a joint basis began in November 1959 when the 
Commanding General, XVIII Airborne Corps, in his role as planning agent for 
the Coumanding General, U, $. Continental Army Coumand (USCONARC), commenced 
Amy component planning for contingency operations in Cuba. CINCLANT's pre~ 
liminary planning envisioned the use of a joint task force as a normal 
factor in his operations as a unified/specified commander. From the outset, 
the Commanding General, XVIII Airborne Corps, was designated as Commander, 
Task Force 125 (army Task Force), to operate under the Commander, U. 8. 

Navy Second Fleet (COMSECONDFLT), whom CINCLANT had designated as the Com- 
mander, Joint Task Force 122. Supporting plans were prepared by CINCLANT's 
service component commanders; Commander, Joint Task Force 122; and the 
designated Army, Navy, and Air Force Task Force Commanders.2 Chart 1 shows 
CINGLANT’s organizational structure for planning purposes in the Cuban con~ 
tingency operations planning. 


Selection of the Interim Army Component Commander 


The Secretary of Defense met with the Joint Chiefs of Staff 
duging the month of July 1961 to resolve certain problems which had arisen 
in conjunction with CINCLANT's responsibilities for contingency planning in 
certain specified areas, As ἃ result of the conference, the Secretary 
issued a directive to the Joint Chiefs of Staff which required beth the 
Commanding General, U. 85. Continental Army Command (USCONARC), and the Com- 
manding General, Tactical Air Command (COMTAC), to designate Interim Army 


tv 

Some confusion may arise from the fact that both ZULU (2) time and 
REGULAR (R), or standard, time are-used in connection with Cuban Contingency 
Planning and Operations, ZULU time is Greenwich time, which is five hours 
in advance of Eastern Standard Time (EST). To avoid such confusion, all 
time factors contained ia the body of the study itself will be given in EST. 
In the footnotes, the date time group (DTG) of all messages will be given in 

_ 2ULU time just ae it appears on the message, 


2. 
(i) Hq, CINCLANT, CINCLANT Historical Account of the Cuban Crisis, 
1963 (0), p- 17. Gp 3. (TOP SECRET). (2) iq, XVIIL Abn Corps, The Role 
of the XVZEZ Airborne Corps in the Cuban Crisis, 1962 (Ὁ), pp. IL-1 - I-35. 
Gp. 3, (TOP SECRET). (3) Appendix I, subj: Task Orgn, JTF 122; to ANNEX 
B, subject: Task Orga; to STRAC OPLAN 316-62 (Ὁ), 1 Oct 62. (TOP SECRET). 
All in DCSUTR TS Con. 
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and Afr Force Component Comnanders to assist CINCLANT in his contingency 
planning for Cuba. The mission delineated for the Army Component Commander 
included responsibility for planning and executing, when directed, the re- 
quired logistical and administrative support for the doing Task Force (JTF) 
of CINCLANT's Operation Plane 312-61, 314-61, and 316-61.3 


we in compliance with the directive of the Secretary of Defense, the 
Commanding General, USCONARC, on 9 August 1961, designated Lt. Gen. J. π΄ 
Trapoell, Commanding General, XVIII Airborne Corps, as the Intertm army Cou- 
ponent Commander, This designation was in addition to General Trapnell's 
other duties and did not, ἐπ any way, affect his prior designation’ as Army 
Task Force Commander in support of GINCLANT Operation Plans 312, 314, and 
316. the directive was not, however, to be construed as authority tq acti- 
vate an Army Component Command. Within a matter of one week following 
General Trapnell's appointment, the scope of the area of interest for plan- 
ning purposes was enlarged to include Haiti and the Dominican Republic in - 
addition to Cuba.4 Thus all planning and participation in support of CiNC+ 
LANT's contingency planning regarding Cuba, Haiti, and the Dominican Republic 
was the responsibility of the Commanding General, XVIII Airborne Gorps; 
Headquarters, USCONARC, itself, was uot actually involved in any of the early 
planning phases. 


At the beginning of October 1961, Lt. Gen. H, H. Howse succeeded 
Lt. Gen, Trapnell as Commanding General, XVIII Airborne Corps, and was 
designated by name as the interim Army Component Commander for specified 
planning assistance. In this regard, General Howze was directed to use ele~ 
ments of his XVEII Airborne Corps beadquarters staff whenever required to 
carry out his misstons as interim Army Component Commander. At this time, 
limited USCONARC participation in the planning phases was proposed, General 
Howze was informed that, in addition to those representatives of his own 
headquarters whom he directed to attend, representatives of Headquarters, 
USCONARC, would attend 411 future planning conferences with CINCLANT. The 
authority of the Army Component Commander was broadened to include responsi- 
bility for advising CINCLANT on all Army matters pertaining to his appropriate 
operational plans, although information copies of such advice were to be sent 
to Headquarters, USCONARC. As Interim Army Component Commander, General Howze 


(1) Memo, Ch/JCS to GofS A and CofS AF, 21 Jul 61, subj: Designa- 
tion of Interim Army and AF Component Commanders to the Atlantic Coumand. 
(CONFIDENTIAL). (2) Mag 999687, (USCONARC M-226005}, DA to CG USCONARC, DIG 
282053Z Jul 61, (SECRET), Both in DGSUTR P&O Div files. 


be 

(1) Msg 305897, CG USCONARC to CG XVIII Abn Corps and COMTAC, DTG 
0917102 Aug 61. Gp. 3. (SECRET). (2) Msg 901098 (USCONARC In M-226465), 
DA.DCSOPS to 00 USGONARC, DTC 161913Z Aug 61. Gp. 3. (SECRET). Both ia 
DCSUTR P60 Div files. 


ΚΝ 


was responsible for preparing all Army Component Coumand and Army Task Force 
operation plana (OPLANS) in aupport of the pertinent CINCLANT operation plans. 
Upan completion, ali such plans were to be submitted to CINGLANT for his 
approval. In developing these plans, steps were to be taken te include log- 
istical and administrative support policies for all Army forces supporting the 
various commands of CINCLANT Joint Task Force (JTF) 122, ‘these forces included 
the Army Task Force (ATE), the Army Special Forces im support of the Joint Un- 
conventional Warfare Task Force, Atlantic Command, (JUWTPA), and the Civil 
Affairs support forces of Task Force 123.5. At the same time that the com- 
pleted plane were submitted to CINCLANT for his approval, they were to be 
submitted to the Department of the Army through Headquarters, USCONARC, in 
order to secure departmental approval of its capability toe support the plans. 
Information copies of the completed plans were also to be furnished to the 

six Armies located in the Continental United States so that necessary planning 
at that level could be initiated pending approval of the Department of the 


Army.5 
The Establishment and Interjection of CINCSTRIKE into the Planning Picture 


[2 Toward the end of 1961, the Joint Chiefs of Staff created a new 
unified command in the Continental United Statea, the U. 8. Strike Command 
(USSTRICOM), with General Pasi D. Adams as Coumander in Chief (CINCSTRIKE). 

In delineating CINCSTRIKE's command relationships, the Joiut Chiefs of Staff 
indicated that the combat ready forces of TAC and USCONARC would be placed 
under his operational control to enable him to carry out his assigned missions. 
The Commanding Generali, USCONARC, and the Coumanding General, TAC, were there- 
upon designated as the Army and Air Force Component Commanders of CINCSTRIRE. 
The latter designations, in particular, would seem te create complications 
with regard to previous commitments to unified coumand planning and operations. 


οὐ Ia order to eliminate any misunderstandings, the Joint Chiefs of 
Staff issued clarifying instructions im March 1962. They pointed out that 
GINCSTRIKE's Component commanders were the Coumander in Chief, U. 8. Army 
Forces, Strike Command (CINCARSTRIKE), and the Commander in Chief, U. 8. Air 
Forces, Strike Command (CINCAFSTRIKE), and that the component commends were 
respectively ARSTRIKE and AFSTRIRE, The Joint chiefs of Staff fully intended 
CINCSIRIKE to have continucus operational control over both CINCARSTRIKE and 
CINCAFSTRIRKE and their combat ready forces as required for the accomplishment 
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of his missions. CINCSTRIKE's delineated miseions included, among others, 
the maintenance of a readiness posture which would permit him to augnent 
other: unified/specified commands and to implement JOS approved plans. CINC- 
STRIKE's terms of ceference, as determined by the Joint Chiefs of Staff, in- 
sured that the combat-ready forces of both USCONARC and TAC would continue to 
be available to commanders of other unified/specified coumands for the same 
purposes as in the past. One significant change was that USSTRICOM was now 
the point of contact for augmentation force planning by other unified/spect- 
fied commands with regard to those Army and Air Force units asgigned to US- 
STRICOM in the current Joint Strategic Capabilities Plan (080Ρ) force tables. 
The point of contact had previously been Department of the Army and USCONARG 
for Army forces, and Headquarters, U. §. Air Farce, and TAC for Air Force 
units. The JCS further instructed the commanders of all unified/specified 
commands to revise their plans accordingly in order to reflect these altered 
interrelationships. CINCSTRIKE was sow directed to develop all required 
supporting plans in conjunction with the commanders of the unified/specified 
commands so concerned. At the same time, the Joint Chiefs of Staff directed 
CINCSTRIKE to desigaate (or require his component commanders to do sq) Army 
and Air Force commanders as Interim Component Task Force Commanders to 
assist CINCLANT in his contingency planning for Cuba, Haiti and ‘the Jominican 
Republic. Upon receiving notice from CINCSTRIKE that this measure had been 
accomplished, the Joint Chiefs of Staff intended to rescind their prévious 
instructions by which the Chiefs of Staff of the Army and the Air Force had 
required the Commanding General, USCONARG, and the Cowmanding General, TAC. 
to respectively designate Interim Arey and Air Force Component Commanders. 
Tt is interesting to note that the Joint Chiefs of Staff referred to CINC~ 
ARSTRIRE and CINCAFSTRIKE 2s the respective Army and Air Force Component Com- 
manders and that they directed CINCSTRIKE to designate Interim Army and Air 
Force Component Task Force Commanders. But they did not resc{nd their pre- 
vious instructions as they had indicated, with the result thag a misunder- 
standing was to arise on the part of the Commanding General, XVIII Airborne 
Corps, 


CINCSTRIKE, in accordance with the instructions of the Joint Chiefs 
of Staff, informed CINCARSTRIKE in the latter part of March 1962 that he in- 
tended to reaffirm the designation of the Commanding General, XVIIL Airborne 
Corps, as the Interim Army Task Force Commander. Since CINCARSTRIKE offered 
no objections, the designation was reaffirmed on 4 April with instructions 
that the Commanding General, XVIII Airborne Corps, acknowledge the designa- 
tion directly to CINCLANT. The resulting message, however, stated that the 
XVILE Airborne Corps commander was acknowledging his designation as Interim 
Army Component Commander. CINCSTRIKE thereupon directed him to withdraw this 
acknowledgement and forward a corrected message to CINCLANT acknowledging 
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designation as the Interim Army Task Yorce Commander, the Commanding General, 
RVLIT Airborne Corps, immediately questioned the Comanding General, USCONARC, 
ag to whether this change in designation constituted δὴν change in thinking 
with regard to either the responsibilities of the XVIII Airborne Corps com- 
mander or the operational control of Army forces for operations under CINC~ 
LANT operation plans, The corrected acknowledgment was, nevertheless, issued 
but the misunderstanding was not corrected as the former designations were 
continued until eventa indicated that the execution of CINCLANT operation 
plane was isminent in the Cuban area.8 ᾿ 


Completion of CINCLANT Operation Plang 


(et In the meantime, CINCLANT completed his original concept of Opera~ 
tion Plan 316-61 -- the plan which was to eventually be partially implemented 
during the Cuban Crisis -- and distributed it during October 1961 te all sub- 
ordinate levels with the instructions that it was effective far planning 
purposes upon receipt. This plan was to become effective for operations after 
it had been approved by the Joint Chiefs of Staff and after the nacessary sup- 
porting plans had beer developed. The plan was shortly approved by the Joint 
Chiefs of Staff in order to permit the subordinate headquarters to preceed 
with their required planning.? 


This plan was only one of a series of plans which were developed by 
GINCLANT, CINCSTRIKE, and subordinate commands and headquarters prior to the 
occurrence of the Cuban Crisis in September, October, and November 1962. The 
primary plan in this serfes was CINCKANT Operation Plan 312, a fast reaction 
air strike plan, which was intended as a preliminary action to precede either 
of the two operation plaus which provided for an actual favasion of the Cuban 
island. CINCLANT's plan was, {nm turn, supported by CINCSTRIKE Operation Plan 
312, a deployment plan providing Air Force units ta CINCLANT and Aray units 
for the security protection of fighter airfields in Florida. The final plan 
in this 312 category was CINCARSTRIKE Operation Plan 312. Yolloving the air 
strike plan in sequence were two sim{lar plans -- CINCLANT Operdticn “Plans 
314 and 316 -- which provided for the actual invasion of Cuba. CINCLANT 
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Operation Plan 314 was an eighteen-day reaction plan for a coordinated air- 
borne and amphibious assault on Cubs with no pre-positioning of ‘required 
forces, The CINCLANT Operation Plan was, in turn, supported by STRAC Opera 
tion Plan 314 ox, as it was originally designated, Operation Plan 55-61. 
CINCSTRIKE Deployment Operation Plan 314 provided the Air Force and Arny 
units and troops to CINCLANT which were listed in the AFLANT and STRAC opera- 
tion plans, At the USCONARC level the CINCSTRIRE plan was supported by CINC~ 
ABSTRIXE Operation Plan 314. CINCLANT Operation plan 316 was a five-day 
reaction plan for an airborne assault on Cuba to be followed as soon as 
possible by an amphibious attack. this plan was supported by. STRAC Qperation 
Plan 316, formerly designated Operation Plan 57-62, Both Operation Plans 314 
and 316 had two alternate versions, the first of which reduced the reaction 
times to four and two days, respectively. the second alternate version 
eliminated Reserve Forces from the troop lists. Other related plans prepared 
concurrently included the Third Army Support Plan yhich was intended as a 
back-up plan for both Operation Plans 314 and 316.10 


Preparations for Implementing Operation Plan 312 


The seriousness of the enemy build-up in Cuba by the end of 
September 1962 indicated to the U. 8. Air Force a need for continuous plan- 
ning and logistical actions to adequately cope with the expanding prablems of 
the situation. Consequently, on 24 September 1962, General W. C. Sweeney, Jr., 
Commander, U. 8. Air Force Tactical Air Command (TAC), personglily assumed the 
responsibilities of Interim Air Force Component Commander to assiet CINCLANT 
in planning for the Cuban area, This step was taken to inaure that the full 
capabilities of TAC were directed toward completing plans for Air Force 
participation in CINCLANT'’s operation plans. General Sweeney's action did 
net affect the responsibility of the Coumanding General, Nineteenth Air Force, 
as the Interim Air Force Task Force Commander. 


On 1 October, CINCLANT directed the Commander in Chief, U. S. Air 
Forces, Atlantic Command, (CINCAFLANT) and the Commander in Chief, U.S. 
Navy Forces, Atlantic Command, (CINCNAVLANT) to take all feasible measures 
required to assure a maximm readiness to execute Operation Plan 312 by 
20 October. CINCAFLANT was directed to commence pre~positioniag, to the 
extent possible in advance of approval of the plan by the Joint Chiefs of 
Staff, that aviation ordnance material required to execute Operation Plan 
312. CINCNAYLANT was directed to pre-~position Aviation Ordnance material on 
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a priority basis, as well as all support materiel required to achieve a 
desired readiness posture. 


The instructions iesued to CENCAFLANT and GENCHAVLANT were not 
quite clear to CINCSTRIXE since the execution of Operation Plan 312 was but 
ἃ prelude to execution of either Operation Plans 314 or 316. Because of the 
impact which CINCLANT's instructions would have on USSTRICOM forces, CINC- 
STRIKE desired a further explanation. He pointed out to CINCLANT that he 
assumed that the date of 20 October was not an operational date on which ail 
forces concerned would assume a DEPCON 1 posture, but rather a date by which 
CINCLANT desired a maximum readiness of plans, personnel, and logistical sup- 
port which included the pre-positioning of all classes of supplies as re~ 
quired. CINCSTRIKE also assumed the pre-positioning of combat forces was 
intended. CINCLANT immediately confirmed CINCSTRIKE's assumptions. 13 


Increased Army Readiness Posture 


gat By the beginning of October 1962, CINCLANT was convinced that, in 
order to develop the highest possible state of readiness to execute his 
operational plans, consideration would have to be given to relocating and 
pre-positioniag troops, afreraft, ships, equipment, and supplies, He believed 
that much of the required pre-positioning could be accomplished with a 
minimum distrubarce of cerreat operational and training commitments and with- 
in budgetary Hmitations. 4s a planning factor, however, CINCLANT desixed 
information from his Army Component Commander as to the amount and nature of 
pre-positioning which could be accomplished if the budgetary limitations 

were lifted. While CINCLANT's queries were directed to the Commanding 
General, XVIII Airborne Corps, who was his designated Army assistant for 
contingency planning, USCONARC decided to take the necessary action and com- 
pile the required data. Not only did the Commanding General, USCONARC, 

direct the XVIII Airborne Corps commander to make recommendations concerning 
those measures desired to increase the readiness posture of TF 125 (the army 
Task Force}, but he also directed the Commanding General, Third U. S. Army, 

to make recommendations as to measures desired to increase the capabilities 
of that, command to support the staging and emergency resupply operations for 
TE 125. 
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αϑ By the time that the USCONARG commander had forwarded the request 
for recommendations to his subordinate commanders, events were already over- 
taking the planning actions and preparations. The Joint Chiefs of staff 
called a planning conference for 12 October to develop appropriate answers 
for the Secretary of Defense on the status of preparations for military 
operations in Cuba. In particular, the conference was to develop specific 
actions which could be taken to increase the readiness posture of the U. 8. 
Armed Forces and to reduce the reaction lead time for CINCLANT Operation 
Plan 314, The conference was also to determine requirements for, and the 
methods and costs involved in, pre-positioning of forces, shipping, Army 
heavy equipment, and certain supplies. The planners also were to consider 
the question of providing additional facilities which would be required to 
accomplish these factors, such as ports, airfields, staging areas, storage 
and handling facilities, and troop accomodations. 15 


One direct result of the JCS conference was an increase in the 
supply priorities for all Active Army units which were assigned to STRAC 
Operation Plans 314 and 316. As of 19 October 1962 the designated units were 
assigned a supply priority of 2.09 as defined in AR 11-12.16 4s a result, 
USCONARG troop units assigned to STRAC Operation.Plans 314 and. 316 were given 
a supply priority above the major overseas commands, particularly the 
European area, but certain other strategic areas and activities had been 
designated for yet higher priorities by the Joint Chiefs of Staff. While 
this action did appreciably ease the materiel probleme of the Operation Plans 
314 and 316 troop units, it still did not guarantee that they would be pro- 
vided with all the materiel which they required for combat action, especially 
if it was in world-wide short supply. 


Changes in Command Relationships 


One significant change in command relationships for the execution 
Of the operation. plans occurred shortly after the Joint Chiefs of Staff con- 
ference in Washington, The Department of the Army designated General Herbert 
B. Powell, Comuanding General, USCONARC, as the Interim Army Component Com- 
mander to assist CINCLANT in his contingency planning in lieu of Lt. Gea. 
Hamilton H. Howze. This change in command relationships did not alter the 
designation of the Commanding General, XVIII Airborne Corps, as the Interim 
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Army Task Force Coumander for the same purpose,1? CINCLANT was also in the 
process of realigning his command structure and announced that during opera- 
tions he would exercise operational command of the individual service Task 
Forces through each component commander. Consequently, subsequent to the 
initial assault phase and when directed by CINGLANT, CINCARLANT vould become 
the Commander, Joint Task Force (0718), Cuba, rather than the Commanding 
General, XVIII Airborne Corps. ‘Thus the Commanding General, USCONARC, as 
CINCARLANT, would become the actual field cowmander of tactical operations in 
Cuba proper.l8 Department of the Army, on the other hand, did not intend that 
the Commanding General, USCONARC, as CINCARLANT, should move outside che con- 
tinental limits of the Waited States. His appointment as CINCARLANT was 
primarily for planning purposes. CINCLANT, therefore, amended his original 
instructions on command relationships for the implementation of Operation 
Plans 314 and 316 ard designated the Commanding General, XVIII Airborne Corps, 
as the Commander, Joint Task Force Cuba, to operate directly under his control 
at such time as he directed the establishment of that joint task force. 19 


Designation of the CG USCONARC as Department of the Army Coordinating Authority 


ΠΝ In addition to his appointment as CINCARLANT, the Department of the 
Army designated the Commanding General, USCONARC as the Departmental Coordinat- 
ing Authority for the administrative support of USCONARC Army forces employed 
in CINCLANT's contingency plans and operations conducted in the Western Hemi- 
sphere. The departmental instructions indicated that particular emphasis in 
this regard should be placed on logistical and personnel support in order to 
insure the provision of adequate, timely, and continuous support for Aray 
forces. In addition, the Commanding General, USCONARC, was designated CINC- 
LANT's single point of contact with appropriate Department of the Army ele- 
meats and commands. In carrying out these responsibilities, the USCONARG 
Commander was authorized to deal directly with other Army staff agencies and 
commands, other military services, and Department of Defense agencies, The 
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only proviso imposed upon the Commanding General, USCONARC, in this regard 
was that the coordination would be effected at the lowest level of command 
consistent with the function.20 


Assumption of Qperat{onal Control by CINCLANT 


CINCLANT realigned his command structure effective 20 October 1962 
to better prepare for the implementation of his operations plans. As a first 
step, he disestablished the Headquarters of Task Force 122 and transferred 
its functions to his own headquarters. By this time, the Commanding General, 
USGONARC, had been designated CINCARLANT; the Commanding General, TAC, had 
been designated CINCAFIANT; and the Commander in Chief, Atlantic Fleet, ὕ. 8. 
Navy (CINCLANTPLT) had been designated CINCNAVLANT, During actual operations, 
CINCLANT incended to exercise operational command of his individual service 
task forces through these respective component commanders. All plans and 
orders which had previously been issued by Task Force 122 were to remain in 
effect until revoked by CINCLANT. In the conduct of operations incident to 
the implementation of CINCLANT Operation Plans 314 and 316, the Commanding 
General, XVIII Airborne Corps, was to be Commander of the Army Task Force; 
the Commanding General, Nineteenth Air Force, was to be commander of the Air 
Force Task Force; and the Commander, Atlantic Amphibious Forces, U. 5, Navy, 
was co be commander of the Navy Task force. After some misunderstanding con 
cerning the responsibilities of CINCARLANT, the Commanding General, XVIII 
Airborne Corps, was again designated to be Commander, Joint Task Force, Cuba, 
upon its establishment. (CHART 2)21 


(387 The Joint Chiefs of staff took. definite preparatory steps in mid~ 
October when it became evident that the implementation of GINCLANT‘s opera~ 
tion plans was an imminent possibility. They announced on 19 October that 
they were readying plans to alert CINCSTRIXE for temporary loss of opera~ 
tional contrel of the Army and Air Force units assigned to the troop lists 
and support lists of CINCLANT's Operation Plans 312, 314, and 316. The Joint 
Chiefs of Staff actually notified CINCSTRIKE late in the evening of 21 October 
that they were temporarily transferring operational control ef all Army and 
Air Force units which were then under his operational control but included in 
GINCLANT operation plans for Cuba. A few hours later, CINCSTRIKE notified 
both CINCAFLANT and CINCARLANT that temporary operational control of all 
forces as designated above passed to CINCLANT effective at once. CINCLANT, 
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on the other hand, did not notify his component commanders of bis assumption 
of operational control of the transferred forces until approximately noon of 
the following day. At that time he directed his component comsanders to keep 
him advised of the status of their forces. 


(551 Prior to the actual transfer of operational control of those units 
included im the pertinent CINCLANT operatiou plans, CINCLANT requested a 
summary of the Army Units assigned to Operation Plan 316 in terms of the 
numbers of divisions, brigades, combat commands, and the like, The Mist of 
troop units was to be submitted in three categories: the air echelon, the 
surface echelon, and the reserve forces. On 23 October, CINCARLANT forwarded 
a revised list of the Army units which had been placed under CINCLANT's 
operational control on the previous day, (CHART 3)43 


Selection of Code Word for Cuban Operations and Planning 


With the alerting of troop units for pre-positioning actions and 
the refinement of plans for actual execution of the operations plans, a code 
word of lower security classification was required for ease of communication 
and action. Consequently, on 24 October 1962 the code word "SCABBARDS" was 
assigned for use in identifying all communications relating to Cuban planning 
and operations, All messages concerning such planning and operations for the 
Cuban contingency were to be prefaced by the words "OPERATION SCABBARDS,"' 
Waile the classification of the code word itself was Confidential, its mean- 
ing was Top Secret. Consequently, the originators of all messages were 
cautioned to take proper care so that the meaning of the code word was not 
revealed when used in Secret or Confidential messages. 44 


Concept of Operations in the Objective Area 


5 The planned concept of operations for Task Force 125 (Army Task 
Force) within the objective area did not provide for any alert notification 
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or pre-positioning of forces prior to the day on which the plan was ordered 
into execution. On the designated D-day, selected Army forces were to con~ 
duct an airborne assault in the vicinity of Havanna, Cuba, and to participate 
in a simultaneous amphibious assault by Task Force 123 (Navy Task Force) in 
the vicinity of Tarara. The major operational objectives of the airborne 
assault were the seizure, occupation and defense of four strategic airfields 
in the vicinity of Havanna to include San Antonio de los Banos Airport, Jose 
Marti International Airport, the Mariel Naval Air Station, and the airfield 
at Baracoa. In addition to the airfields, the Coamander, Task Force 125 was 
to seize the port of Mariel, Cuba, and to land designated surface elenents of 
his task force through that harbor complex. As ἃ final measure, he was to 
provide any required assistance to the Comnander, Task Force 128 (Amphibious 
Task Force) in landing designated surface elements of Task Force 125 over-the- 
beaches in the vicinity of Tarara after that area had been secured by Landing 
Group West. The link-up between the Commander, Task Force 125 and Landing 
Group West would most probably set the stage for the designation of the Com- 
manding General, XVIII Airborne Corps (Commander, Task Force 125) as Commander, 
Joint Task Force, Cuba, who would then be responsible for the conduct of all 
subsequent operations in the objective area. 2: 
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Chapter IL 
DEVELOPMENT OF PLANNING FACTORS?6 


Recapitulation of Plans Bevelopment 


The Commander in Chief, Atlantic, had developed three primary con- 
tingency plans to cope with emergency situations in the Cuban area; CINCLANT 
Operation Plans 312, 314, and 316. CINCLANT Operation Plan 312 was a fast 
reaction air strike plan designed to precede either Operation Plan 314 or 316, 
depending upon which was selected for actual ground-troop assault operations 
on Cuba. Operation Plan 314 was an eighteen-day reaction time plan for a co~ 
ordinated airborne and amphibious assault on the island of Cuba. No pre- 
positioning of forces was either iatended or required to execute Operation 
Plan 314. CINCLANT Operation Plan 316, on the other hand, was originally 
developed as a five-day reaction time plan for an initial airborne assault on 
Cuba, to be followed as soon as possible and practicable by an amphibious 
attack, This concept was later modified to provide for a seven-day reaction 
time and a simultaneous airborne and amphibious assault.27 Τὰ order te pro- 
vide a clearer understanding for those of his subordinate commanders who were 
responsible for planning actions and for actual operations when and if the 
plans were implemented, CINCLANT defined certain terms which specifically 
applied to operations in the Cuban area. E-day for any of the subject plans 
was the day on which any particular plan was ordered into execution by the 
Joint Chiefs of Staff. CINCLANT was responsible for designating E-hour, i.e., 
the precise time at which the particular plan would be executed. D-day was 
to be designated separately for each operations plan to be executed, and was 
defined as the day on which an operation commenced, e.g., an air strike, bom- 
bardment, assault landing, or the like. §-hour applied only to Operation 
Plan 312 since it was defined as the time at which the fiést aerial ordnance 
would be dropped on Cuba. S-hour was scheduled to occur on D-day of Opera~ 
tion Plan 312, Pehowr was defined as the time that the airborne essault 
commenced on D-day of Operation Plan 316, H-hour was likewise defined as the 
time at which the first wave of the amphibious assault forces would land on 
Cuban soil on D-day of the 316 Plan. [τ should be noted that these definitions 
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indicated that both P-hour and H-hour for Operation Plan 316 would occur on 
D-day for that particular plan. 28 


Development of priorities for the Contingency Plans 


As bas been indicated earlier, priorities for the development of 
the pertinent contingency plans changed a number of times during the period 
from late 1960 up to the time of the Guban Crisis. ‘the seriousness of plan- 
aing fer such contingency actions in the Cuban area was emphasized by the 
Joint Chiefs of Staff in February 1962 when they established a First priority 
basis for the capletion of 411 Cuban contingency plans, At the same time, 
the Joint Chiefs of Staff directed the preparation of alternate plans for 
both Operation Plans 314 and 316 with a reduction of the reaction time for 
the subject plans from 18 to 4 days and from 5 to 2 days, respectively. 
CINCLANT, feeling that any further development of plans to support CINCLANT 
Operation Plan 316 might be unnecessary, directed that a higher priority be 
given to Operation Plan 314. He based this decision on an opinion of his 
headquarters staff that the continued growth and estimated current strength 
cf the Cuban Armed Forces had already rendered inadequate the concept of 
operations developed for Operation Plan 316. ALL major contemplated opera- 
tions, therefore, were to be based on Operation Plan 314,29 this decision 
notwithstanding, the Joint Chiefs of Staff directed CINCLANT in mid-Cctober 
to bring ali units contained ia the Task Organization for his Operation Plan 
316 to the highest state of readiness for a possible execution of that plan. 
It was on the following day that the Joint Chiefs of Staff directed the mod- 
ification of Operetion Plan 316 on a priority basis so as to provide for ἃ 
simultaneous airborne and amphibious assault on the seventh day rather than 
the fifth after the commencement of hostilities.20 Unit transportation re- 
quirements for the seven-day version of this operation plan were identical to 
those for the five-day version. These latter plans had already been developed 
and were in the hands of those agencies responsible for the development of 
uovement schedules. Current surface movement schedules were already programmed 
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for publication by 22 October 1962, Only aix movement schedules required 
attention on a priority basis.3! 


Just a few days later, CINCLANT confused the picture by announcing 
to his component commanders that, in order to achieve the most advanced state 
of readiness which could be achieved short of actual hostilities, the time 
hed arrived when Phase IZ of either Operation Plan 314 or 316 should be 
executed or, as an alternative, Plan 314G (another variation of Operation 
Plan 314) should be executed. This decision meant that once agafa priorities 
would be changed at a time when unit pre-positioning plans were progressing 
in an orderly manner. Realizing this disadvantage, CINCLANT requested recom~ 
mendations from each of bis component commanders as to which of the varia- 
tions of either of the two plane should be executed, He pointed out that the 
execution of Operation Plan 314G would not lessen the capability of his com- 
manders to execute either version of Operation Plan 316 nor, on the other 
hand, would it serve to significantly improve the reaction time under Opera- 
tion Plan 316. Its only result would be an earlier introduction of follow-on 
forces in the event that Operation Plan 316 were also executed. Execution of 
Phase 11 of Operation Plan 314 would have the same disadvantages as Plan 3146 
with an added disadvantage of producing a readiness posture so high that it 
could net be held for ewen the 60-day period envisioned under Plan 314 6. 
Phase 11 of Operation Plan 316 had similar disadvantages and, furthermore, 
required a shift to another plan halfway through, if a further build-up of 
forces were desired.32 


The Commanding General, USCONARC, felt that the disadvantages 
inherent in any one of the three courses of action proposed by CINCLANT far 
outweighed any advantages they might present. The greatest disadvantage by 
far lay in the fact that the concentration of troops required for the execu~ 
tion of any one of these three plans rendered a major portion of the U. 8. 
D-day assault capability vulnerable to enemy atomic strikes. He pointed out 
that it would be an excellent Soviet technique to allow us to concentrate 
our forces and thus increase the probability of Soviet success in a pre~ 
euptive strike. He further believed that his previous recommendations for 
the pre-positioning of certain units would produce the best possible posture 
from which operations could commence. The picture should not be confused by 
trying to execute any one of the three plans proposed by CINCLANT. He 
relterated that the seven-day version of Operation Plan 316 -- with pre- 
positioning 88 necessary ~- was the most logical course of action to insure 
that initial combat forces could meet reduced reaction times.33 
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¢ AS a result of his commanders‘ recommendations, CINCLANT requested 
the Joint Chiefs of Staff on 24 October to drop ail consideration of Opera- 
tion Plan 314 and to concentrate oa Plan 316, preferably its seven-day version. 
He also pointed out that recent changes to Operation Pian 312 had dictated 
certain changes in staging bases for USARLANT forces. Plans involving these 
changes had been completed for both versions of Operation Plan 316, but not 
for Plan 314, Completion of similar planning fer Operations Plan 314 would 
require an estimated seven additional days of planning time. Moreover, 
shipping schedules for Plan 314 were considerably different from those τὸς 
quired €or Plan 316, Any change: back to Plan 314 at this stage of prepara~ 
tions would only serve to slow up these preparations and produce a diminished. 
effort in the objective ared. The posture of U. 8, Army ground forces by 

24 October was pointed toward execution of the seven-day version of Plan 316. 
in addition, certain developments by this time permitted Plan 316 to compare 
very favorably with the assault capabilities of Plan 314. CINCLANT intended 
to make further recommendations to the Joint Chiefe of Staff that selected 
Military Sea Transport Service (MSTS) and commercial shipping be pre-positioned 
at dockside and that materiel and personnel concerned be moved into the for- 
ward area to facilitate rapid loading and deployment. The Joint Chiefs of 
Staff concurred with CINCLANT's recommendation on 26 October at which time 
they directed that planning and preparations for Plan 314 be discontinued and 
that all effore be concentrated on refinements in planning for Plan 316 and 
on such preparatory measures as were feasible for its implementation if so 
directed.34 Thus, by 26 October, planning priority was finally shifted to 
Operation Plan 316, alone. 


Development of Related Planning at Headquarters, USCONARC 


Headquarters, USCONARC, was hampered in developing the related 
plans for Cuban contingency actions by the manpower commitments which were 
necessary to support the operation plaus themselves, to provide the supporting 
force structure, and to provide Air Defense unita for the proper defense of 
threatened areas in the Southeastern United States, The total manpower re- 
quirements which had to be provided from USCONARC resources during the dura- 
tion of the Cuban Crisis were as follows:39 
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REQUIREMENTS STRENGTH 
TOTAL 175,673 

STRAC Operation Plan 316 108,891 

Joint Defense Plan - Florida Keys 4,742 

(JDP-FLAK) 

Third army Staging Support Plan 5,896 

ARLANT Forward 1,262 

Coordinating Authority - DA 1,310 


(Peninsula Base Command) 


Operation Plan 520 32,633 
(Reinforcement of USAREUR) 


Operation Plan 521 18,882 
(Reinforcement of USAREUR) 


Air Defense 2,057 


As the military situation in the Cuban area worsened, ali levels 
Sf command were vitally interested in revising their operation, plans so as 
to provide the best possible readiness posture. for any contingency which 
might arise. CINCLANT discussed his operation: plans with the Joint thiefs 
of Staf€ and the Secretary of Defense on 6 October and proposed the possible 
pre-positioning of aireraft, weapons, and units, to include the movement of 
armored units from Ft. Hood, Texas, to Fort Stewart, Georgia. ‘The Secretary 
of Defense indicated that cost was no object and that 1f at all possible, a 
duplicate set of equipment might be pre-positioned at Galveston, texas, for 
the participating Armor units.36 Armed with this decision, the USCONARC 
planning staff discussed a series of refinements to the basic operations 
plans with Third Army and XVIII Airborne Corps, the first of which included 
restationing an Armored Combat Command from Fort Hood to Fort Stewart and 
constructing the necessary LST ramps at designated outports to facilitate 
loading of the armor equipment. USCONARC also considered restacioning the 
assigned boat and terminal service companies or possibly pre-positioning 
only their equipment. Pre~positioning was also considered for the artillery 
battalions included in the Surface Echelon. The Commanding General, USCONARC, 
had already requested CINCAFSTRIRE to activate Opa Locka Air Force Basa and 
to designate the location of the Intermediate Staging Buses (188) so that 
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proper planning could proceed at the USCONARC level, In connection with 
these latter actions, USCONARC iritended to pre-position materials handling 
equipment (MHE) at the staging bases and take steps to pre-position some 
emergency ammmition at Gpa Locka Air Force Base.3’ The Joint Chiefs of 
Staf€ thereupon requested an immediate cost estimate of the actions necessary 
to produce such an advanced readiness posture. USCONARC/USARLANT estimates 
for dixected actions under Operation Plan 316 were divided into two cate~ 
gories: immediate costs for equipping the units and immediate coats for 
equipment maintenance. Transportation costs were also estimated for redis- 
tributing equipment and pre~positioning units and materiel which would occur 
when the Command was authorized te assume the seven-day posture. An estimated 
$6,000,000 was needed to complete Prescribed Loads Lists (PLL), Authorized 
Stockage Lists (ASL}, and Universal Missions Loads for the participating 
units. An additional $6,000,000 was required for maintenance actions to 
bring all units up to STRAC standards. USCONARC pointed out that the cost 
for these actions in normal times would be only $4,000,000 but that the 
additional $2,000,000 was required for overtime pay and the hire of additional 
personnel. In this latter regard, USCONARC required an imediate removal of 
all civilian personnel tire ceilings. USCONARC also estimated that an addi- 
tiopil 10 percent would have to be added to these costs to cover any unfore- 
seen contingencies. when authorized τὸ assume the seven-day readiness posture, 
USCONARC/ARLANT would have to take the following actions with their estimated 
costs as indicated: 


a. Redistribute USCONARC assets in order to properly 
equip all unite. Estimated transportation Costs: $100,000 


8. Pre-position a hospital train at Atlanta, Georgia. 
Transportation costs from Ogden, U¥ah: $ 7,000 


c. Break-out of the Class ΤΥ Air Items Project stored 
at Richmond, Virginia. Labor costs plus cost of τ 
the project: $100,000 


d. Temporarily relocate the 47th Field Hospital from 
Fort Sam Houston, Texas, to Fort Gordon, Georgia. 
Estimated transportation costs: $ 76,000 


8. Restation boat companies and terminal service 
companies from Fort Eustis and Fort Story, Virginia, 
to the Southeastern United States. Estimated trans- 
portation costs: $200,000 
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ἐν 
ἔν Pre-position materials handling equipment and 

elements of units for staging base support at 

military pests in the Southeastern United States. 

Estimated transportation costs: § 24,000 


in addition, 1ξ was mot possible to escimate the sum, to be reported by the 
Commanding General, Ὁ. S. Army Materiel Command, which would be required to 
fill requisitions for pre-positioned materiel. As in the previous costs, an 
additional 10 percent was estimated as required to cover any unforeseen con- 
tingencies. Thus USCONARC estimated that actions required to assume the best 
possible readiness posture in connection with Operation Plan 316 would cost 
approximately $13,750,000 plus an undetermined amount for pre-positioned 
supplies and equipment, the cost of which would be reported by the Army 
Materiel Command, .In addition, the estimates did not include any projection 
of transportation costs which might be required to make a further distribu~ 
tion of materiel or to move other units, At the same time, USCONARC pointed 
out to the Department of the Army that aircraft spare and repair parts were 
in critical short supply in the Continental United States and requested de~ 
partmental action to retrohaul such items from the depots of U. S. Army, 


Europe, 38 


At a conference between the Commanding General, USCONARC, and the 
Shief of staff, United States Army, and their respective staffs on 21 October, 
a number of questions were raised which required further planning actions at 
the USCONARG level. The Deputy Chief of Staff for Operations, Department of 
the army, questioned the availability of the 4th Infantry Division brigade as 
ἃ part of the Floating Reserve. ‘The Chief of Staff stated that a possible 
requirement to move a two-division force to Europe of necessity held ia abey- 
ance the decision to use 4th Infantry Diviston troops for Operation Plan 316. 
When ἃ question was raised concerning outicading capabilities for armored 
units, General Powell pointed out that LST ramps could not be developed be- 
cause of security requirements. At this point, the Chief of Staff directed 
that USCONARC send representatives on the following day to complete on-the- 
spot planning and stated that they could assume that P-day would bring 
authority to initiate construction of the loading ramps. The Vice Chief of 
Staff, United States Army, questioned the location of the aerial resupply 
point and stressed the importance of locating the Army control headquarters 
in the resupply complex. The USCONARC commander indicated that both his 
Forward Headquarters and the 2d Logistical Command would be so located. To 
close the planning conference, the Chief of Staff emphasized that this was 
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still a planning exercise -- albeit a very realistic one -- and for that 
reason the operations plan could be modified at any time as dictated by 
events, 39 


The strategic concept for implementing CINCLANT Operation Plan 316, 
as developed by USCONARG and its subordinate commands, supported the pro~ 
visions of that plan for a simultaneous airborne and amphibious assault on 
the island of Cuba, Follow-on forces were to be deployed both by air and by 
sea to effect a rapid build-up of forces which would insure an early and 
decisive victory, USCONARC planned to stage the air echelon through aine 
staging bases in Plorida and to use a total of thirteen outports from New 
York City to Beaumont, Texas, for those forces to be deployed by sea, In ali, 
ἃ total of approximately 120,000 Army troops were earmarked to support a 
possible assault on Cuba including those which were required to support the 
operation within the continental United States,40 


Strict security measures, which were of necessity imposed on the 
planning and preliminary operations, hampered the actions that could be, and 
would have to be, taken by participating troop units and agencies. Down- 
grading plans were accordingly developed for STRAC Operation Plan 316 which 
governed the troop umits to be provided for CINCLANT's use in che assault 
operations. I was announced on 22 October 1962 that the STRAC operation 
plan would be downgraded to SECRET on D-day and to CONFIDENTIAL on P-day.41 


Estimates of USCONARC's Readiness Posture 


General Powell, Commanding General, USCONARC and CINCARLANT, for- 
warded his summary of USCONARC's readiness pasture te the Chief of Staff, 
Ὁ. 8. Army, on 28 October 1962, He pointed out that while planning actions 
had been thorough and exhaustive over a period of many months, dangers stili 
lay ahead in the possible inability of American railroads to meet planned 
troop movement schedules; in possible enemy damage to ports, airfields, and 
other facilities; and in the uncertain nature of port and beach unloading 
facilities. He emphasized that the pre-positioning of troop units, railroad 
rolling stock, equipment and supplies -- including some preloadiag of 
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vessels “τ was required to the fullest extent practicable. He reiterated 
that this was one of the greatest and most complex movements that the Amy 
had ever attempted within a Limited time and over such great distances. 
Changes from Operation Plan 314 to 316 were made hurriedly and this did not 
permit as detailed a review of the planning by the USCONARC staff as General 
Powell would have liked, He pointed out that a shortage of both Infantry 
officers and enlisted personnel existed in the combat units and created 2 
situation where some rifle companies reported only 70 percent of authorized 
strength. A shortage of aviators was also critical but this was caused beth 
by overcommitments of aviator personnel and by the operations beiag conducted 
in Southeastern Asia. USCONARG was taking every step possible to alleviate 
these shortages and General Powell believed that an acceptable level of 
service could be achieved in the indicated branches. He pointed out that 
equipment hed been transferred between units and from stock in order to make 
units operationally effective. Communications was still che weakest link 
but General Powell believed that the resources available to U. 8. Army forces 
were adequate, As a final point, General Powell pofuted out that both the 
morale and the fighting spirit of 81} the men concerned were at an extremely 
high level but that the required personnel turbulence had lowered the opera~ 
tional effectiveness of some units despite excellent training records.4¢ 


Planning in Connection with USCONARC Foreign Liaison Officers 


As preparations for implementation of Operation Plan 316 pro- 
Bressed, ἃ question arose concerning the British and Canadian Liaison 
Officers accredited to Headquarters, USCONARC, Plans which called for 
General Powell to displace to his Command Post in the forward area might 
possibly bring a request from the British and Canadian officers concerned to 
accompany him. Their accreditations attached them to the Coumanding Generali, 
USCONARC, and specified that they were authorized to deal with his head- 
quarters and other commands on matters concerning standardization, training 
policies, doctrine, and other non-operational matters. But when General 
Powell displaced to his Forward Command Post, he would be doing so as CINC~ 
ARLANT and not as the Commanding General, USCONARC. Consequently, it was 
the considered opinion of planning officers at Headquarters, USCONARC, that 
the accredited Liaison Officers should not accompany General Powell to 
ARLANT's Forward Command Post and, further, that British and Canadian Liaison 
Officers should not be accredited to CINCARLANT. USCONARC presumed that De- 
partment of the Army would issue the necessary instructions at the time when 
appropriate ἢ. 5. Governmental Agencies deemed that such Liaison was both 
necessary and advisable, a situation that never came to pass. 
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Subgticution of Units Earmarked for Operation Plan 316 


(57 Ta response to planning requirements established by the Joint Chiefs 
of Staff, the Commanding General, USCONARC, prepared an additional operation 
plan which called for the deployment of 1 infantry division, Ε armored division, 
and 10 aon-divisional units minus their equipment, to U. 8. Army Europe where 
they would “fall-in" on pre-positioned equipment. Guidance from Department of 
the Army directed that the 24 Armored and 4th Infantry Divisions be designated 
for this purpose, but the designation was complicated by the fact that the 2d 
Armored Division was already committed as an element of the assault forces of 
Operation Plan 316. The ist Armored Division could not be substituted for the 
2d Armored Division in Operation Plan 520 (Support of USAREUR) for the simple 
reason that the ist Armored Division had been organized under the ROAD concept 
while the divisional equipment pre-pos{tioned in Europe was for a ROTAD 
division, Since the imminence of action in the Cuban area also reflected a 
need to reinforce the European garrison, Combat Command Ο of the 2d Armored 
Division was deleted from the Operation Plan 316 troop list, effective 

19 October 1962, and a comparable force from the ist Armored Division was 
substituted in order to form Task Force CHARLIE of the assault forces.“ 

Three days later the 4th Infantry Division forces were likewise deleted from 
the Operation Plan 316 troop list. Once again, the 158 Armored Division was 
directed to furnish substitute forces to form this part of the Floating 
Reserve, but these latter forces were to be furnished from divisional re- 
sources only after Task Force CHARLIE had been constituted. Since the 4th 
infantry Division had been scheduled to outload through the ports of Charles- 
ton, South Carolina, and Savannah, Georgia, USCONARC recommended that the 
same ports be used to outload those elements of the lst Armored Division 
assigned to the Floating Reserve since the arrival times of the substitute 
units in the objective area would be identical with those previously estab- 
lished for the 4th Infantry Division.45 In like manner, the 82d and 101st 
Airborne Divisions were released from a requixement to provide both a Division 
Ready Force (DRE) and an Immediate Ready Force (IRF), missions which were 
delegated to the Sth Infantry Division (Mechanized) on 22 October 1962, The 
plans which Fifth Army submitted for the Division Ready Force required a 
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total of only 1,496 personnel, leaving a sizeable element of the division 
which would be coumitted to other operation plang as required.’ 


Augmentation Planning for Operation Plan 316 


By the beginning of November the Secretary of Defense felt that the 
forces earmatked for Operation Plan 316 seemed a bit thin. He pointed out 
that the three divisions which were τὸ be held in reserve in the Continental 
United States could be used in the operations and that all available National 
Guard divisions should be called up. He called a conference of all plannin, 
agencies involved to discuss this situation with the Joint Chiefs of Staff.47 
The Commanding General, USCONARC, recommended that a Combat Command of the 24 
Armored Division and a brigade force of the 4th Infantry Division, consisting 
of three battle groups be added to the Troop List. The Commanding General, 
XVLIE Airborne Corps, on the other hand, recommended the movement of the 
entire 2d infantry Division and ist Armored Division in the Surface Echelon 
and the use of the 5th Infantry Divisten and either the 2d Armored or 4th 
Infantry Divisions -- or any desired combinations thereof -- as a floating 
reserve. The Chief of Staff, United States Army, pointed out that the avail- 
ability of sufficient amphibious shipping capability constituted the major 
drawback to the suggestions made by the XVIII Airborne Corps' comander. In 
fact, this shortage would affect any recommendations made for augmenting che 
forces assigned to Operation Plan 316. 


8) The Joint Chiefs of Staff recomended on 7 November that the force 
level, currently included in the Troop Lists of Operation Plan 316 be accepted 
as adequate to achieve the national objectives of the United States in the 
Cuban area. They did decide, however, that a combat coumand of the 2d Armored 
Division and the entire Sth Infantry Division (Mechanized) -~ with necessary 
supporting forces -~ be earmarked for possibie augmentation of the operation 
plan. These additional divisional forces were not to be moved from their 
home stations without a prior directive from the Joint Chiefs of Staff, a 
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decision which gave the Joint Chiefs of Scaff an opportunity to assess the 
situation following initial operations in Cuba. The Commanding General, 
USCONARC, consequently directed that the designated divisional units be 
brought up to 90 percent of authorized strength but that individuals already 
on temporary duty, or earmarked for units already on the troop list of Opera- 
tion Plan 316, or assigned to units designated for Operation Plans 520 and 
521, τὸς be considered as available resources against the new requirements.49 
The 2d Armored Division pointed our that it could readily furnish a combat- 
ready combat command with the exception of howitzers for a 155-mm. howktzer 
battery. The total divisional assets in 155-mm. howitzers at that time was 
five tubes. The division alse pointed out that diversion of Authorized 
Stockage List stocks to the ist armored Division had created shortages in 

this supply category for the units designated to form the combat command. As 
late ag the end of November 1962, CINCARLANT was still pointing out to the 
Department of the Army that, due mainly to shortages in equipment and supplies, 
neither the 5th Infantry Division nox the 2d Armored Division were at the 
teadiness posture established for other forces earmarked for Operation Plan 
316. Department of the Army had previously refused to make any changes in 
supply priorities for the units in question. An increase in priorities was 

an absolute necessity in order to bring these units to ἃ readiness posture 
within the readiness time Erame. On 24 November the Coumanding General, 
YSCONARC, requested Department of the Army to reconsider its previous decisions 
and to assign appropriate supply priorities to the two divisions selected for 
auguentation to Plan 316.50 


The addition of the Sth Infantry Division (Mechanized) to Opera- 
tion Plan 316 required the restationing of a major portion of the division, 
i.8., particularly that portion which was located at Camp Carson, Colorado. 
The Commanding General, USCONARC, announced on 8 November that, for planning 
purposes only, he was considering the movement of elements of the Sth Division 
to the First or Second Army area. The Second Army stationing pian developed 
im support of this requirement called for stationing the division on a 
temporary basis ~- sixty to ninety days ~~ at two locations in Virginia, 
Camps Pickett and A. P, Hill. Second Army felt that it could accomplish the 
stationing plan on a temporary basis provided that additional funds were 
forthcoming and that austere living conditions were acceptable. First Army 
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developed three alternate stationing plans for its area. Since the 2d Brigade 
of the Sth infantry Divielon was permanently Located at Fort Devens, Massa- 
chusetts, the first alternate called for stationing the remainder of the 
division at Camp Drum, New York, ‘The second alternate called for stationing 
the division at the Fort Devens - Camp Edwards area in the vicinity of Boston, 
Massachusetts, a plan hampered by a lack of training facilities for a division- 
size unit, The third alternate -- and the plan which First Army recommended -- 
called for splitting the division between Camp Drum and the Fort Devens - 

Camp Edwards complex.>+ No decision was made by USCONARC in this matter 

since conditions never warranted the actual relocation of the division. 


Army National Guard and Army Reserve Augmentation for Operation Plan 316 


early in the planning stages it became evident that if Operation 
Plan 316 were executed, U. $. Amy Reserve and Army National Geard units 
would have to be called up to £411 three distinct requirements; to provide 
forces for the Operation Plan 316 Troap List which were not available in the 
active army; to provide additional air Defense forces for the defense of air- 
fields; and to provide forces for the defense of the critical Florida area. 
Shortly after General Powell was designated as CINCARLANT, he discussed with 
the Vice Chief of Staff of the Army the designation of selected Army Reserve 
and Army National Guard units for actiel call-up. CINCARLANT recommended 
calling up eight civil affaire units and two psychological warfare units from 
the Army Reserves to augment the Operation Plan 316 troop list. For Air 
Defense duties, 3 Automatic Weapons (AW) battalions, 1 from the Florida 
National Guard and the other 2 from the Alabama National Guard, were to be 
selected, For the defense of the Florida area, the Sist Infantry Division 
and the 48th Armored Division of the Florida National Guard were earmarked 
for call-up. In addition, four Transportation Corps light truck companies of 
the florida National Guard and the 84lst Engineer Battalion and 317th Military 
Police Battalion -- both Army Resérve Units ~- were selected to support the 
divisional forces.52 When the Secretary of Defense proposed the augmentation 
of Operation Phan 316 forces, he additionally recommended that available 
National Guard divisions be called up to reconstitute the Strategic Reserves 
in the event that all Active Army divisions were used in the assault opera- 
tions in Cuba. The Joint Chiefs of Staff, however, recommended that co 
call-up of National Guard Divisions be undercaken to reconstitute the 
Strategic Reserve until they were actually seeded. The two National Guard 
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divisions planned for use as Occupation Forces in Cuba were to be alerted on 
S-day of Operation Plan 312 and the timing of their mobilization adjusted to 
the progress of combat operations in Cuba. The two National Guard divistons 
for defense of the Florida area were already designated for call-up on S-day 
ΟΕ Operation Plan 316. 


Ghanges in Planning for the Use of Armor in Cuba 


As actual implementation of Operation Plan 316 became more and more 
inminent, discussions were held between General Powell (CINCARLANT) and the 
Chief of Staff, U. 8. Army, on the use of Armor at various phases of the 
assault operations. The Chief of Staff particularly questioned the number of 
tanks available to Task Force CHARLIE on the lst day of assault operations 
and discussed the differences between M41 and M48 tanks. General Powell con- 
sequently decided on 29 October to substitute companies within the task force 
itself and to place one company of M48 and one company of M41 tanks in the 
first day increment. This would give Task Force CHARLIE sixteen $0-mm. tubes 
and sixteen 76-mn, tubes with the new 76-mm. ammunition available on shore on 
the first day of assaule operations at Mariel.°4 


A few days later the question arose as to a need forArmor auguenta~ 
tion in the Floating Reserve. Discussion brought out the fact that the 
Floating Reserve was scheduled to be loaded on cargo ships and was not due in 
the objective area until p-plus-10-days and could possibly unload at any 1 of . 
4 of more locations. Consequently, the earliest availability of the Floating 
Reserve closed ashore was most probably D-plug-12-days. Although the quaber 
of tanks estimated to be in the objective ares at that time was approximately 
300, not all of them would be in the iamediate area of operations and cer~ 
tainly some of the 300 would have suffered combat losses. Planned operations 
for that period which called for an Infantry-heavy rather than an Aruor-heavy 
force, were now questioned by the USCONARC Staff with the possibility of using 
additional armor. It was pointed out that the 2d Battalion, @ist Armor, of 
the On-Call Echelon could be substituted for the 2¢ Battalion, 524 Infantry, 
in the Floating Reserve, with the latter unit moved back to the On-Call 
Echelon. However, if the Commanding General, XVIII Airborne Corps, accepted 
this course of action, it would have to be accomplished within the shipping 
allocation currently authorized by the Joint Chiefs of Staff for the Floating 
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Reserve. This suggested substitution took place by 6 November to provide an 
augmented Armor capability in the Floating Reserve, The 34 Battalion, 24 
Artillery, was added to the On-Call Zchelon at the same time,99 


Planning for the Headquarters, Joint Task Force, Cuba 


(ay CINCLANT's directive with regard to the establishment of Joint Task 
Force, Cuba, stated that the headquarters and the task force organization 
would not be established until after completion of the initial assault opera- 
tions and then only at the direction of CINCLANT, himself. No planning for 
the actual headquarters had been accomplished by either XVIII Airborne Corps 
ori USARLANT. CINCLANT requested CINCARLANT on 11 November co submit an out- 
line plancfor the establishment of Joint Task Force, Cuba, as soon as possible 
to include personnel augmentation requirements. CINCARLANT pointed out cocthe 
Commanding General, XVIII Airborne Corps -~ who had been designated as Com- 
mander, Joint Task Force Cuba -- that consideration was then being given to 
providing additional forces to Joint Task Force Cuba, Another Marine divir... 
sion in addition to the army divisions discussed earlier -~ was being con~ 
sidered as augmentation for the Operation Plan. This would raise the force 
strength to approximately that of an Army Corps and a Corps-sized force of 

U, 8. Marines. USCONARC/USARLANT questioned the adequacy of Headquarters, 
XVIII Airborne Corps, to serve as the headquarters of such an augmented Joint 
Task Force Cuba and asked XVIII Airborne Corps for an estimate of personnel 
and equipment augmentation that would be necessary for that headquarters to 
80 operate. They also questioned XVIII Airborne Corps as to whether an army 
headquarters should be inserted as the Commander, Joint Task Force Cuba, or 
whether the Headquarters, XVIII Airborne Corps, should merely be augmented 

to handle these missions and responsibilities and an additional Corps head- 
quarters then inserted in the chain of command. The Commanding General, XVIII 
Airborne Corps, ou the ether hand, realized that the augmentation of forces 
for the Cuban operations was necessary for planning purposes, but did not feel 
that all of the planned augmentation forces would actually be used and, in the 
event they were used, some of them would be only lightly engaged. General 
Howaze indicated that the forces under his control would approximate the size 
of a large corps with the result that his headquarters could accomplish its 
assigned mission with little or notaugmentation required.» the proposals 
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deVeloped by the USCONARC planning staff envisioned that the Commanding 
General, XVIII Airborne Corps, would serve simultaneously as the Comnander, 
Arwy Component Task Force, and the Commander, Joint Task Force Cuba. Augnen- 
tation proposed for the headquarters of the joint operations included a Deputy 
Coumander, three Deputy Chiefs of Staff -- one each from the Amy, Air Force, 
and Navy τα an Assistant Chic£ of Staff, 12, from the Air Force and an Assist- 
ant Chief of Staff, J6, from the Navy. Further augmentation of the Joint 
Staff would be provided at later appropriate times. In addition, it was 
planned that the Army, in general, would provide all common user supplies and 
services for the joint forces,5? This proposal was still under consideration 
by the Coumanding General, XVIII Airborne Corps, at the time that roll-up of 
forces was initiated. 


Plapning for the Defense of the Florida Exclusion Area ~- JDP-PLAK 


Τὰ connection with the defense of Florida and the mainland United 
States, a joint defense plan -τ designated as the Joint Defense Plan ~ Florida 
Keys (JDP-FLAK) -~ had been developed for the defense of a designated area 
including and surrounding the Plorida Keys. CINCLANT's plans for joint 
military operations in the Caribbean placed heavy reliance on the use of 
facilities at Key West to support all elements of the Joint Task Force. Major 
facilities at Key West were the Key West Naval Air Station and the Boca Chica 
Naval Air Station. Continued use of these facilities depended entizely upon 
the security of the overland Lines of commuaication, water lines, and highway 
bridges from the Florida mainland to Key West. A joint defense force includ~ 
ing Army and Navy elements supported by the Coast Guard and the Air Force was 
planned for the defense of this Plorida Keys area. The Conmanding General, 
Third Army, was designated as the Joint Defense Force coumander with a head- 
quarters located at Key West Naval Air Station. 


The initial Army Task Force for JDP-FLAK was to be furnished from 
Third Army resources. ΙΕ and when Operation Plan 316 were implemented, it 
was assumed that the President of the United States would also declare a - 
National Emergency, which would automatically authorize the mobilization of 
the Ground Special Security Forces for the defense of Category A strategic 
facilities. [t was additionally assumed at the planning level that the forces 
contained in Department of the Anny Partial Mobilization Plans 2-63 and 3-63 
would also be mobilized. The Army Reserve and Army National Guard forces 
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Logistical Plan DEUTSCHMARK 


(5 It was quite evident to USCONARC's logistical planners that βαξείοέεπε 
assets were not available to properly equip these forces assigned te the opera- 
tion plan without drawing down on the equipment of other USCONARC units. Since 
it was also realized that these shortages were a fact of life that would 
plague USCONARC for some time to come, plans were developed to earmark equip- 
ment in the hands of unassigned units for those which were assigned to the 
operation plan. This earmarking action was given the cede name of Logistical 
Plan DEUTSCHMARK and was subsequently approved by the Department of the Ary. 
At this point, each Army headquarters in the continental United Stetes made 
supporting plans for their own areas down to, and including, installation 
level. Essentially, Logistical Plan DEUISCHMARK was based on the assumption 
that certain items of equipment in short supply would not be available within 
the required reaction time, except through redistribution. When the situation 
im Guba began to deteriorate and it appeared that implementation of Operation 
Plan 316 could be expected, Logistical Plan DEUTSCHMARK was implemented in the 
initial stages at the installation level beginning on 17 April 1962. Imple~ 
mentation of Logistical Plan DEUTSCHMARK on a USCONARC-wide basis was directed 
on 19 October 1962. USGONARC later pointed out that implementation of any 
other contingency plan would require similar action to redistribute USCONARC 
assets in order to properly equip the U. 8. Forces assigned to the pertinear 
operations plan. the success of the USCONARC action proved that its supply 
system did have the capability and flexibility to respond to an emergency 

when a maximum effort was generated in all participating agencies by reason 

of USCONARC headquarters properly exercising its role as “Coordinating 
Authority" for Department of the Army, ©. 


Increased Supply Priorities 


One of the first actions of ¢he Commanding General, USCONARC, sub- 
sequent to his appointment as CINCARLANT was to request and strongly urge 
that resupply requirements and transportation schedules for Operation Plan 
316 be given the highest priority. ‘The Department of the Army directed a 
2,00 supply priority above all other units in the U. S. Army for those units 
assigned to Operation Plan 316, The use of this priority, coupled with Log- 
istical Plan DEUTSCHMARK, was responsible for the speed with which Operation 
Plan 316 units were made combat ready. The success of logistical actions for 
Operation Plan 316, proved without a doubt that low supply priorities would 
have to be used to the fullest extent in order to implement any of the con- 
tingency plans involving USCONARC troop units. 64 ᾿ 
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GENCSTRIKE Directives on Pre-positioning Supplies and Equipment 


Toward the end of September CINCSTRIKE pointed out to his subordia- 
ate commanders that the planning priorities which had been established by the 
Joint Chiefs of Staff for CINCLANT's contingency plans also had a distinct 
bearing on logistical preparations for STRICOM forces. It was therefore 
essential that Logistical preparations be expedited in order to assure a 
rapid reaction capability. Although logistical planning and preparations had 
been underway for sometiue -- and these preparations did include the pre~ 
positioning of supplies, equipment, and ammunition -- CINCSTRIKE on 29 Septem- 
ber raised the question as to whether the logistical posture was sufficient 
to support planned operations. At that time the wost essential requirement 
facing the commands was the pre~positioning of certain supplies and equipment 
at designated ports of embarkation, air and surface staging bases, and employ~ 
ment air bases, CINCSTRIKE pointed out that prestockage should include muni- 
tions, POL for airstrikes, supplies to accompany troops to include basic loads, 
and supplies and air iteme for aerial resupply missions. In addition, he felt 
that where such stocks had already been pre-positioned, USCONARC should re- 
check for types, quantities, applicability, and condition of the supplies. 
CINCSTRIKE indicated, moreover, that-this. logistical build-up could be 
expedited without causing alarm or speculation provided..it.was. carried out 
under cover of normal training requirements, service maneuvers, or foint 
exéreises. 


Resupply Planning 


The U. S. Army Materiel Command announced on 7 November that all 
pertinent National inventory Control Points (NICP) had completed a computa- 
tion cf resupply requirements for Operation Plan 316. Once the computations 
were completed, supply directives were pre-positioned at the appropriate depots 
and at the Overseas Supply Agency, New Orleans. A few days later the same 
Command recommended new procedures to USGONARC for any changes in resupply 
schedules which might be desired by Task Force 125 (the Army Task Force), 

Any such changes were to be processed from the Sth Logistical Coumand to the 
Peninsula Base Command and coordinated in turn with Detachment Nr. 1, U. 8. 
Army Supply and Maintenance Command, The changes would then be published and 
distributed through the DB. 5, Army Materiel Command's suppiy system to the 
Overseas Supp.y Agencies and/or the National Inventory Control Points. The 
5th Logistical Command was responsible for furnishing Headquarters, U. 5. 
Amy Materiel Command, with an information copy of all published changes. 
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Tt was felt that this process would enable the Army Materiel Command to keep 
Operation Plan 316 current at 811 times.66 


It soon became evident to USCONARG's logistical planners that more 
than one Smergency Aerial resupply packet would have to be established and at’ 
locations other than Opa Locka Air Force Base. A conference was held to this 
end on 29 October 1962 between representatives of USCONARC’s logistical staff 
and the U. 8. Army. Supply and Materiel Command (SMC). As a result of these 
planning actions, USCONARC recommended the stockage of additional emergency 
aerial resupply packets at several locations. ‘The proposed packets were to 
consist of five days of supply te meet additional requirements for the air 
drop or air landing of materiel in the objective area. Plans called for hold~ 
ing Classes 1, IIZ, and Ii A at Atlanta General Depot, Atlanta, Georgia, and 
Class V at Anniston Ordnance Depot, Anniston, Alabama. USCONARC did suggest 
that Class V supplies could prokably be held at a better location from an 
air-movement point of view, if the Commanding General, U. 8. Army Materiel 
Command, so decided. There was, however, to be πὸ pack and wark of these 
items and they were to be held for either delivery or pick-up on a selective 
basis at the call of the Commanding General, Peninsula Base Command. | Composi~ 
tion of the proposed packets was to be similar to those already laid on for 
shipment to Opa Locka Air Force Base with Classes 11: and ἘΤῚ ἃ supplies to 
be packaged rather than in bulk, The major reasoning behind this establish- 
ment of a second emergency aerial resupply factor was the assumption that the 
U, 8. Forces might experience difficulty in lending over the beaches. Since 
the Peninsula Base Comand indicated that they could handle the requirement, 
USCONARC planned to pre-position approximately 2,700 tons of supplies as a 


part of this exercise, 


The Commanding General, U. S. Army Materiel Cowmand, agreed that 
the project outlined above could be supported commodity-wise, but indicated 
that a number of factors governed or controlled its availability within cer~ 
tain time frames, Wo Class 1 supplies were available at Atianta General 
Depot because only dry storage was available at that location, Chass σαὶ 
stocks were located in cold storage facilities at Bonner Springs, Kansas, and 
Greenville, Tennessee, If these stocks were actualiy required at Atlanta, 
they could be moved by rail from Greenville in a minimum of five days. On 
the other hand, if movement to Atlanta were not required, the stocks could be 
moved from Bonner Springs and loaded on aircrefe to be made available at 
Kansas City Municipal airport within an eight-hour period, Air movement of 
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Classes ΤΙΣ and ILE A supplies was already acheduled frem Charleston Air Force“ 
Base. Bulk stocks could therefore be provided from that .. :tton from stocks 
earmarked for later increments, If Glasses 111 and III’. etocks were required 
at Atlanta General Depot they could be provided within a reasonable tine frame 
period dependent upon the type of transportation authorized for movement. ALL 
Class V requirements were already located at Anniston General Depot as pro- 
posed, The U.S, Army Materiel Command struck a note of caution on this 
project since there were no high priorities, no project codes or increment 
numbers, no authorization for additional days of supply, and no pick, pack, 
and mark instructions, The lack of these essential factors prevented the 

U, 8. Army Materiel Command from giving positive assurance that the required 
quantities of stock would remgin available at the specified locations at sub- 
sequent dates, ‘The dbove described procedures were dependent upon whether 

the materiel in question was to be airlanded rather than airdropped, in the 
event that airdropping was considered, all materiel would have to be moved to 
Atlanta General Depot alogg with the necessary air drop rigging materials, 
parachutes, and the Like. 


In order to prov’ 2 machinery for the actual movement of emergency 
resupply packets and normal resupply increments to troop unite in the objective 
area, the Peninsula Base Command announced on 2 November 1962 that it would be 
responsible for providing the logistical Link between activities in the con~ 
tineatal United States and the Far Shore for Task Force 125. The Peninsula 
Base Command began immediate action to establish the necessary circuits and 
electrical accounting machinery to proyide the proper Linke with the Overseas 
Supply Agency, New Orleans, Louisiana.© 


Gargo Vessel Requirements for the Assault Phase, 


Cargo vessel requirements for the assault phase were developed by 
joint planning actions between representatives of USCONARC, the Joint Chiefs 
of Staff, and the Military Sea Transport Service (MSTS). The Joint Chiefs of 
Staff originally requested a total of twenty-nine ships for the period up to 
and including D-minus-3 days. By 30 October the U. δ. Marine Corps indicated 
that they required 6 ships for the period in question, while U. 5. Army forces 
required 22, ἃ total which was 1 short of the JCS estimate of 23, Ae of 
1 November 1962, the MSTS was unable to nominate vessels by name but was well 
aware of the fact that any and ali vessels so nominated would have te be 
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self-sustaining. The cargo vessel requirements by port for the period 
Bi qui ἢ pe 


through D-minus-3 days were as follows: 


GARGO VESSEL REQUIREMENTS 


TOTAL 22 
Mobile Supply Vessels 2 
PORT BoB 8:5 Doe 9:3 
Totais L 4. ik 4 20 
Beaumont L 1 
Bampton Roads 1 2 L 
New York L L 
Savannah L ι 
Sunny Point } 
Baltimore i 
New Orleans 2 2 
Mobile 2 2 


Army Aviation Support for Logistical Operations 


[5] Within a few weeks after USARLANT Forward was established it became 
evident to the headquarters staff that, in the evant that Operation Plan 316 
was implemented, certain critically needed supplies would have to be moved into 
the objective area by air, rather than by the previously planned and programmed 
surface movements. Since the AG-l CARIBOU aircraft was available to the U. 8. 
Army in sufficient oumbers, ARLANT Forward formulated plans for storing the 
needed supplies at the Army Staging Area Commands (ASAC) for onward movement 
via these aircraft. ARLAND Forward recommended on 14 November that a Pro~ 
visional Transportation Company of CARIBOU aircraft be formed to support the 
Peninsula Base Command. At the same tine, it recommended the suspension of 
qualifications established for crew members of the AG-l aircraft which con- 
stituted a Limiting factor. 7} 


Movement of Aray Aircraft into the Objective Area 


(es One of the major problems facing USCONARC/USARLANT logistical 
planners was the movement of organic Army aircraft into the objective area. 
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The Comuander of the Key West Naval Base informed the Commanding General, 
SVEIE Airborve Corps, in mid-October, that his installation was able to 
furnish only JP~4 Aviation fuel and Nr. 1100 off requirements for these air- 
crafts. Other types of ofl could not be furnished in any quantity nor could 
refueling trucks be furnished. Since Key West military facilities were 
already fully committed to use by Air Force and U, 8. Navy aircraft, all 

army aircraft would have to be staged through the civilian facilities of the 
Key West International Airport would therefore have to be self-sufficient with 
vegard to billeting, messing, and all other support, with the exception of the 
gas and oil requirements indicated earlier. Arrangements were made by mid- 
November to position JP-4 Aviation fuel at the Municipal Airport, Ocala, 
Florida, and Page Airfield, Ft. Meyers, Florida, Plans also called for the 
positioning of fuel at Drane Airport, Lakeland, Florida, The USCONARC/ARLANT 
planning staff was responsible for coordinating all deployment schedules, 
flight routes, and enroute-support for aircraft from their home stations to 
staging airfields. Ground commanders in the Objective Area were made respon- 
sible for selecting initial location airfields, the security of those airfields, 
and for the support of the aireraft once they arrived in the objective area, 
Aircraft were to be dispatched from the staging fields in the United States 
when called up by those ground commanders who required air support, /2 


Operation Plan 316 called for the dispatch of a total of 406 Army 
aircraft of all types into the objective area, Of this total, 128 rotary 
wing aircraft were scheduled for early departure on the U. 8. Navy Aircraft 
Carrier, the USS ANTIETAM, These early departure aircraft included 52 08-13, 
19 CH~G4, 48 US-1, and 9 CH~37 helicopters. With the exception of the αὐτο 
craft of the 54th Transportation Company (Medium Helicopter) located at Fort 
Sill, Oklahoma, all aircraft to be transported aboard the USS ANTIETAM were 
scheduled to leave their home stations on D~minus-¢-days and fly in. accord~ 
ance with pre-planned flight routes and schedules so as to arrive at the port 
of embarkation, Peasacola, Florida, on D-minus-3 days. ‘The 54th Transporta~ 
tion Company was scheduled to depart ite home station so as to arrive at 
Pensacola by D-miaus~5 days, ὕ, 5, Navy directives required that all air- 
craft be loaded on the aircraft carrier by D-minus-3 days. The loading plan 
for the aircraft carrier was developed by the XVIII Airborne Corps planning 
stafE in coordination with the staff of the USS ANTIETAM. The Commanding 
General, XVELL Airborne Corps, pointed out to USCONARC on 14 November that it 
was essential that no changes be made in the loading of aircraft aboard the 
carcier,/3 


72, 
(1) Msg (USCONARC In H-215426), COMKWEST to CG XVIII Abu Corps, DIG 
2423302 Oct 62, (TOP SECRET). (2) Msg (USCONARC In E-1633), CG XVIII Aba 
Corps to CG, ist Armd Div, DTG 141730Z Nov 62, (TOP SECRET). Both in AG TS Con 


73. 
(1) Memo, Maj. E. Μ, Mitchell, DCSLOG Maint Div, Mat Br, Acft Sec, te | 
Dir, Materiel Readiness, 14 Nov 62, subj: Movement of Aircraft to Objective 

Area (0), (TOP SECRET}. (2) Msg (USCONARC In E-1639), CG XVIII Abu Corps 

to CG USCONARG, DTG 1421002 Nov 62. (TOP SECRET). Both in AG TS Con, 


39 


FOP-SECRET 


fast The remainder of the aircraft were scheduled to deploy through Key 
West to the cbjective area in increments begioning on D-day and continuing to 
D-plus-10 days, These included 142 rotary wing aircraft and 136 fixed wing 
aircraft of various types. Those scheduled to deploy through Key Hest were 
to remain at their home stations or staging areas and fly to Key West in 
accordance with pre-planned flight routes, refueling stops, and remain-over- 
night arrangements. Action had beea taken by 14 November ta insure that JP-4 
fuel was spotted in sufficient quantities at the pre-planned xefueling stops 
te service UH-1 helicopters, Aircraft movement plans which were developed by 
che planning staffs scheduled the aircraft to arrive at Key West two days in 
advance of their departure for the objective area, For example, those aix- 
craft which were scheduled to arrive at Key West on D-minus-2-days were to 
depart for the objective area on D-day. Arrangements had also been completed 
by L& November to insure sufficient quantities of JP-4 aviation fuel and 
115/145 Aviation gas to service all aircraft passing through Key West. 74 


Air Reconnaissance Planning 


e-9) Reconnaissance of the objective area was extremely important for 
those commander's who were scheduled co take part in both the air and amphibious 
assaults on the island of Cuba, As early as 20 October 1962 the Commanding 

General, AVILI Airborne Corps -- who was also Commander, Army Task Force 

125 -- requested that a total of thirty socties in reconnaissance-type eir- 

craft be made available to him on P-minus-3-days. The purpose of this recon- 
naissance was to’ facilitate the receipt of current information on Cuba and co 

ptovide division commanders, key staff officers, and battle group commanders 

with visual reconnaissance of the drop zones which they would be expected to 

use in the objective area, In giving his approval to this request CINCLANT 

pointed out to GINCARLANT that the execution of the requested reconnaissance 

missions depended entirely upon execution of the several operation plans. If ω 
the proper sequence were recognized, with Operation Plan 312 preceding Opera- 

tion Plan 316 in the scheduled time frame, the flights could take place as 

requested, subject only to the availability of aircraft. If, on the other 

hand, Plan 316 was executed without Plan 312, such flights would compromise 

the secrecy of the operation. . In the lateer eventuality, only spebial flights 

would be authorized, again subject to the availability of aircraft.73 Despite 

the fact that the approved request included the division commanders subordinate 
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to the Commanding General, XVEIZ Airborne Corps, the same type of request vas 
relayed to CINCARLANT by the Cor muing General, L0let Airbbrue Division, in 
mid-November. The 10lst Airbo. Division requested a flight for four observers 
on Dewinus-3-days and another flight for six observers on D-minus-i-day. The 
Commanding General, USCONARC, as CINCARLANT, was responsible for coordinating 
this matter with CINCAPLANT. 76 


Changes ἐπ Airborne Planning 


Certain changes im airborne planning for the aiz assault phase of 
the Cuba operations were dictated both by changes in the operations plans 
themselves and by intelligence reports which indicated ἃ build-up of streagth 
in cettain areas, etc, As was indicated earlier, Operation Plan 316 was 
originally a five-day reaction plan which called for aa airborne assault on 
the island of Cuba to be followed as soon as possible by an amphibious assaulc, 
The Joint Chiefs of Staff on 18 October changed Operation:Plan 316 to ἃ seven- 
day reaction time and provided for a simultaneous airborne and amphibious 
assault on Cuba, ᾿ 


Coordination of P-Rour and H-Hour 


At the time that the Joint Chiefs of Staff made their decisions oa 
Operation Plan 316, CINCLANT agreed with his component commanders and task 
forces commanders that the acceptable time for Phour was one hour after sun- 
rise, The Commanding General, XVIEI Airborne Corps, several weeks later 
impressed on CINCARLANT the fact that the simultaneous initiation of both the 
airborne and amphibious operations was extremely important to the success of 
the entire operation, He considered this ἃ basic factor in creating a 
maximum diversion of the defensive forces at a very critical period. Fire 
support from the air and from U. 8. Nevy vessels both prior to, and at the 
time of, the amphibious assault would have to be capable of minimizing the 
inherent risk involved in such an attack. In the amphibious assault opere~ 
tion, a major element of Task Force 125 (the Army Task Force) was scheduled to 
avrive ashore in a secure beachhead. This element had to be available for 
tactical use as soon after P-hour as possible. Any delay in establishing the 
beachhead would delay this time element at a point when time was of the essence 
For these reasons the Conmanding General, XVIII Airborne Corps, (Commander, 
Sask Force 125) strongly recommended that H-hour be no later than P-hour and 
chat P-hour be no later than one hour after sunrise. in response to this 
recommendation, CINCLANT informed CINCARLANT that the announcement of Deday 
for the execution of Operation Plan 316 vas bis sole responsibility, He did 
agree that, for planaing purposes only, both H-hour and P-hour would be con~ 
sidered as occurring at one hour after sunrise. A specific H- and P-hour 
would be determined not later than D-minus-l-day and would be based on the 
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recommendations of all three of his component commanders. ‘This decision would 
be announced in sufficient time to insure that the airborne and amphibious 
assaults did occur simultaneously ae recomended. 77 


Changes in Planning for Drop Zones and Flight Schedules 


ie) The Commanding General, XVIII Airborne Corps, recoumended early in 
November that ἃ re-examination of drop zones and flight schedules be initiated 
as soon as the current air movement schedules and tables to support Operation 
Plan 316 had been completed. Some time later he again pointed out thet 
changes in Flight plans, movements schedules, drop zones, and flight direc- 
vious were desired in order to avoid the known concentration of anti-aircraft 
weapons in the objective area and te reduce the time that our aircraft would 
be exposed to the fire power of such weapons, He thereupon outlined his 
desired changes which included proposed movement schedules, new drop zones, 
and flight schedules, He additionally requested that USCONARG's planning 
effort be directed toward producing new schedules while maintaining the 
current schedules for use in the event of an emergency. By the end of 
November the USCONARC/YSARLANT planning staff had concurred in the changes 
proposed by the Commanding General, XVIII Airborne Corps, and forwarded these 
proposals to CINGAFLANT for expeditious action. The Commanding General, 
USOONARC, as GINCARLANT, pointed out that the proposed changes should be 
adopted as quickly as possible since there was a possibility that Operation 
Plan 346 might be implemented by 20 December 1962 or soon thereafter, ἢ 


Establishment of Bomb Lines in the Drop Zones 


In the interests of greater safety and protection of the airborne 
troops which would be air dropped into the objective area, the Commanding 
General, XVIII Airborne Corps, proposed in mid-November to his airborne 
division commanders that bomblines be established around the drop zones in 
the objective area. The bomblines, as proposed, would be in effect from drop 
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time co drop time-plus-45-minutes. During the period that bomblines were in 
effect, fighter aireraft would be permitted to attack targets of opportunity 
outside the bombiines without ground control. Once again, the protection of 
the parachutists dictated that only afrcraft continuously within the drop 
zone area during the period in question be permitted to attack such targets. 79 
This proposal was still under consideration at the USCONARC/USARLANT level at 
the time that che roll-up of forces was put into effect. 


Nomination of Air Targets 


Since the Commanding General, XVIII Airborne Corps, was also to be 
the Commander, Joint Task Force Cuba, he would serve as the unified commander 
for land operations under Operation Plan 316. He therefore subaitted to 
CINCAFLANT a List of proposed air targets in order of priority for action by 
that coumand in the event that Operation Plan 316 was executed. He also 
pointed out that, from his point of view, there was no lapse of time between 
Operation Plans 312 and 316 and that destruction of targets under Operation 
Plan 316 in the priorities established would begin immediately upon comple~ 
tion of the attacks under Operation Plan 312. in answer to these recommenda~ 
tions, CINCLANT pointed out that the identification of air targets in Cuba 
with Operation Plans 312 or 316 did not, in any way, restrict air strikes on 
Plan 316 targets while Plan 312 was still in effect. Operation Plan 316 
targets would be attacked in accordance with established priorities as soon 
as the proper air effort could be made available. CINCAFLANT was the desig» 
nated agency for coordinating both planning and allocation of target respon- 
sibilities so long as Operation Plan 312 was in effect. During this period, 
both CINCARLANT and the Commander, U, S, Navy Amphibious Forces, would submit 
requests for target strikes to CINCAFLANT. CINCLANT, on the other hand, 
would keep his component task force commanders informed at all times as to 
the status of air targets. 
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Planning Factors for New Aircraft Turn-Around Schedules 


A thorough review of Operation Plan 316 Air Movement Schedules was 
directed by the Commanding General, XVII Airborne Corps, at the beginning of 
December. The primary reason for this review was to determine ἐξ aircraft 
turn-around times could be reduced in order to permit a more rapid buildup of 
forces in the objective area. Results of the review indicated that estimated’ 
ground times for some of the aircraft during airlanded operations in the 
objective area were in excess of requirements. Taken cumulatively, a reduc- 
tion of all excess turn-around times would permit a mch earlier closing of 
the Air Echelon of Task Force 125 {nto the objective area. The XVIIL Airborne 
Corps staff pointed out that the estimated time period required for unloading 
certain aircraft was thought to be excessive, particularly since the estimates 
were not based on any known test data or experience factors. In order to 
provide a valid basis for revision of aircraft turn-around times, XVIII Air- 
borne Corps desired to conduct a series of tests using the various type loads 
and aireraft employed in the airlanded operations of Plan 316. ‘The tests 
proposed by corps headquarters were to be conducted by all of its subordinate 
comands which provided airlanded elements during the operation. Tests would 
consist of timing the landing - taxi ~ parking - unloading - take-off sequence 
for the various type loads using the same type aircraft in which they were to 
be lifted for Operation Plan 316. In addition, ἃ recoumendation was made that 
CINCAFLANT provide officer support to coordinate with local Air Force instal- 
lations in order to facilitate testing operations and also to integrate into 
the tests proper, such AFLANT test criteria as might be desired or required.®? 
‘The proposed tests were scheduled to be held early in 1963, 


Amphibious Capability Plansing 


rey The provision of sufficient amphibious shipping to transport aug- 
mented task organizations to the objective area were a matter of concern at 
all levels of comand. In order to make full use of the equipment already 
assigned to other service echelons of the task organizations, plans were made 
to unload early increments of the assault forces and to use the freed shipping 
on shuttle service to transport additional increments of the assault waves. 
CINCNAVLANT expressed concern in early November that there might be some con- 
fusion conzerning the period of time during which two LSD's and three LST's 
from the Western Attack Group would be available to the Nestern Support Group 
for high priority Army lift. He thereupon directed that plans be developed 
for the use of these ships for two appggved shuttle lifts of Army equipment 
from ports in Florida to Mariel, Cuba. 
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Increase in Amphibtous Shipping Requirements . 


By the beginning of November, hovever, increased requirements for 
the assault echelons -- plus the switch of units within echelons for tactical 
reasons -- resulted in a major increase in amphibious shipping requirements 
for USCONARC/USARLANT. At a conference at CINCLANT headquarters on 3 November 
1962, USCONARC presented its immediate requirements for four additional LSt's, 
One of these LST's was required to transport a Cavalry troop of Task Force 
CHARLIE which was substituted in the LST loads te partially accomodate the 
early introduction of sixteen medium tanks. A second LST was required to 
transport sixteen of the twenty-two tanks of the 28 Battalion, 69th Armor, 
2d Infantry Division, which could not be loaded on the USNS COMET and che 
Army BDL JOHN U. Ὁ. PAGE, The third and fourth LST's were required to trans~ 
port the remaining six tanks of the 24 Battalion, 69th Armor, and an entire 
S-inch howitzer battalion consisting of twelve howitzers. After discussing 
several ways of generating the additional LST's CINCLANT decided that he would 
first go to the Chief of Navai Operations to obtain them either from the moth~ 
ball fleets, from other active fleets, or through possible charter action of 
civilian vessels by the Military Sea Transport Service. If this action were 
not successful, GINCLANT would then approach the Joint Chiefs of Staff to 
obtain the required four LST's. 


At the same conference, the conferees took up the question of the 
Acuy's continuing requivement after D-plus-S-days for the "turn-around" ligt 
of Army cargo {a 3 fast LST's and 3 fast LSD's. Despite the information pro- 
vided by CINONAYLANT on the previous day, GINCLANT disclosed that the 5th 
Marine Expeditionary Brigade (MER) from the Pacific Area might be introduced 
over-the-beaches at Taras, Guba, thereby freeing five LSD's -- but no LET's -~ 
for “turn-around" Army Lift. The USARLANT representatives at the conference 
expressed concern over the inherent delay in putting Army tanks ashore 1£ the 
Sth Marine Expeditionary Brigade were used in this manner. They stressed the 
fact that armor would have to be introduced early in the operations for uss 
in the 62d Airborne Division zone of action. CINCLANT announced that suffictent 
turnaround shipping would be provided to satisfy all Army requirements but chat 
most probably it would consist of the five LSD's of the 5th Marine Expeditionary 


Brigade. 


(sy The required augmentation for the Operation Plan 316 troop list 
resulted in the addition of ἃ one and one-half division force which included 
the Sth Infantry Division and 4 combat command of the 2d Armored Divisién. 
CINCLANT estimated the shipping requirements for this additional force at, 68 
cargo ships, 16 troop transports and 11 LST's, ‘The Commanding General, 
USCONARC, pointed out to CLNCLANT that the eleven additional LST‘s were not 
desired initially for transporting the augmented forces but were needed by 
USARLANT to permit faster introduction of the initial elements of the ist 
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Armored Division (minus) at Mariel and bie 2d Infantry Division G@inus} at 
Tarara, He atressed that the four NavyjLST’s then assigned to move Increment 
Ne, 1 of Task Force CHARLIE were not adfquate to accomplish this mission in 
total. ‘The use of the USNS COMET, the BDL JOHN U..D. PAGE, and a 
commercial carga vesse’ to transport ami discharge.the 2d Battalion, 69th 
Armor, over the beach at Tarara on D-dd) was considered very marginal, The 
availability ΟΕ four comercial LSt's 4+ which had been approved by that 

time τα was only a partial solution and did not provide the desired degree of 
amphibious shipping needed to introduc armor, armor support units, and other 
desired combat elements in the time ph#iod which was considered essential as 
ἃ result of new intelligence reports céncerning the enemy's armored capabilities. 
He further recommended that this position be re-emphasized to the Joint Chiefs 
δὲ Staff and that the eleven LST's proposed for the transport of the augmented 
forces be made available to USARLANT for essentisl tactical requirements early 
in the operation.® 


Deployment Planning for the 159th Transportation Battalion (Boat) 


One of the Army units that was considered essential to the conduct 
of amphibious operations during the assault phase of Operation Plan 316 was 
the 159th Transportation Battalion (Boat), the only active Army unit of this 
type. USCONARC/USARLANT announced on LO November that it had compleved plans 
for the deployment and use of this battalion, In the event that the opera~ 
tion plan was implemented, the 159th Transportation Battalion (Boat) and its 
attached subordinate units were directed to report to the Commander, Task 
Force 123.1, in the vicinity of Key West at 6600 hrs on D-minus-l-day, The 
major purpose of this planning was to provide an escort for the battalion 
from the rendezvous area to the objective area, Upon implementation of the 
operation plan the joint operational control of the battalion passed to the 
Commander, Army Task Force 125.85 


Planning for the Pre-positioning.of Engineer Corps Landing Craft 


The U, 5. Army Transportation Terminal Command, Atlantic (USATTCA) 
recommended te the Commanding General, U. 8. Army Engineer Center, thal the 
outioading port for the 497th Engineer Company (Port Construction) be redesig~ 
nated and that the unit's landing craft be pre-positioned at certain locations 
under their own power via the Inland Waterway. Since the Commanding General, 
XVIIL Airborne Corps, desired the immediate equipping and pre~positioning of 
the landing craft in question, the Commanding General, ὕ, 8. Army Engineer 
Genter, recomended that they be pre-positioned at a location near the staging 
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larea so ag to avold a loag and hazardous move from Fort Belvoir, Virginia. 
ime only alternative co pre-positioning was the use of a tug tow or escort 
‘spon implementation of the operation plan. Accordingly, on 10 Novenber 1962, 
two of the unit's landing craft. were put under ordera to move at once from | 
fort Belvoir, Virginia, to Fort Lauderdale, Florida.86 


Use of BARC's in the Amphibious Assault Planning 


{af τὰ the early preparations for a possible implementation of Operation 

Blan 316, the USCONARC planning staff decided that the operational capabilitivs 
of the Army's ΒΑΒΟ' 68} should be used in the amphibious assault echelon of the 
plan. There were only two operational BARC unite in the Active Army at that 
time: the l4th Transportation Platoon (BARC Operation and Maintenance) at 
Fort Ord, California, and the 554th Transportation Platoon (BARC Operation 

and Maintenance) at Fort Story, Virginia. ‘The Commanding General, Sixth 

Army, was directed to be prepared to move the 1th Trensportation Platoon 

from Fort Ord to Camp LeRoy Johnson, Louisiana, less equipment. Upon arrival 
at Camp LeRoy Johnsen the unit was to be equipped from the assets earmarked 
‘for the 522d Transportation Platoon. The Coumanding General XVEIL Airborne 
Corps, in accordance with these plans, was directed to place both the 4th and 
554ch Transportation Piatoons in tne surface echelon of the operation plan. 
However, he did not feel that the BARC's were needed in the assault elements 
and pointed out that the Commuder, U. 8, Navy Amphibious Forces, Atlantic, 

had already indicated that additional lighterage was not uecessary. Further- 
more, the introduction of a limited number of specialized equipment imposed 

on the commander concerned a requirement to sustain that equipment even though 
fe did not possess sufficient means to do so, The XVIII Airborne Corps com- 
mander then introduced a limiting factor which did not seem to appear in the 
USCONARC considerations for use ef such equipment; i.e., the fact that special 
rigs would have to be fabricated on the decks of the designated cargo ships 

on which to carry the BARC's and from which they could be launched.’ For these 
reasons he felt thar USGONARC should reconsider the decision vith regard to 
use of the BARC’s with a view to deleting them from the troop 1ist.88. these 
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objections notwithstanding, the Commanding General, USCONARC, on the following 
day directed the Commanding General, XVIII Airborne Corps, to place only the 
554th Transportation Platoon (BARC Operation and Maintenance) in the surface 
echelon of the operation plan, It was pointed out in the directive that these 
craft would be immediately available for use upon arrival in the objective 
area but that conditions of storgge precluded the availability of any replace~ 
mente. Since the BARC's, moreover, were true amphibious®9 Lighters, they were 
adaptable for the movement of emergency requirements from shipboard direct to 
inland distribution points, The l4th Transportation Platoon, on the other 
hand, was to be held in a state of readiness for future movement if so 
directed by the Commanding General, USCONARC, Despite the warning that 
special equipment was needed to carry and launch the craft, USCONARC directed 
that the BARG's would be deckloaded on cargo vessels and be made ready for 
drop discharge from the deck at the destination. This latter directive 
brought an inmediate reaction from the Hampton Roads Army Terminal which 
pointed out that it did not posseas the capability to fabricate the launching 
gear. In fact, the only known commercial contractor with this capability and 
experience was Horne Brothers Co, of Newport News, Virginia, which had con~ 
ducted tests in the period from 1955 to 1960 for the U. 8, Army Tfanaportation 
Research Command, These tests were conducted only from the decks of a CHAV-1 
vessel. ‘The three sets of launching gear required for the BARC's of the 554th 
Transportation Platoon would cost in the neighborhood of $55,000 each, Addi- 
tional limiting factors were thereupon outlined by Hampton Roads Army Terminal, 
In the first place, special protective aircombing material would have to be 
used to cover the bow, propeller, and propelier shaft of the BARC's in order 
to protect them from damage resulting from the impact of the free fall. Re> 
ports of damage to BARC's launched during the testing period were available 
at the DU. S. Army Transportation Research Comsand. These repcrts, plus the 
added dangers involved in such launchings, dictated that the actual Launching 
of the BARG’s should be conducted by personnel who had had previous experience 
in this field, These limitations were sufficient to cause USCONARC to change 
tts planning criteria and place requiremente on the U, 8. Navy for the pro- 
vision of LSD's to transport the BARC'’s at the required time. This alleviated 
the problems invoived in carrying and launching the amphibious lighters but 
did not eliminate the objections to their use by theCCoumanding General, 
XVIII Airborne Corps.” 


85. - 
Amphibious is defined as having both a water and land capability, 
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Special Warfare Planning 


CINCLANT Operation Plans 314 and 316 called for the establighment 
δὲ a Joint Unconventional Warface Task Force for the Atlantic eres which would 
be directly subordinate to his headquarters. As the possibility of 1uple~ 
menting Operation Plan 316 loomed greater, the USCONARC planning staff felt 
that such a division of command responsibility would unfavorebly reflect in 
reaction times and would make coordination between the ground effort and the 
unconventional warfare effort rather difficult. In order co insure the 
necessary coordination with the ground effort and to reduce reaction times, 
the Commanding General, USCONARC, recommended that the operation plans pro- 
vide for the transfer of the Joint Unconventional Warfare Task Force and the 
responsibility for conducting unconventional warfare to CINCARLANT, concurrently 
with the passage of control to CINCARLANT for executica of Operation Plan 
316.91 GINCLANT, however, preferred to keep the responsibility for the con- 
duct of joint unconventional warfare operations in the hands of a commander 
who reported directly to him. 


By early November the Commanding General, AVIII Airborne Corps, re- 
quested the Joint Unconventional Warfare Task Force to undertake certain 
additional responsibilities not already iucorporated in Operation Plan 316, 
These included an emphasis on locating and reporting known enemy dispositions 
of battalion-size or larger infantry units as well as artillery batteries, 
Commencing at P-minus-1-hour these forces were to defuze bridges which had 
been prepared for demolition, giving priority to those bridges along main 
routes whoze demolition would impede vapid movement or rapid advance. If 
these forces undertook any mining operations, they were to be limited to 
antitank mines. Demolition of bridges in the objective area, however, was 
not to be undertaken without the pricr approval of the appropriate task Zorce 
cémmander.92 the assignment of additional responsibilities co the Joint Un- 
conventional Warfare Task Force was felt mainly by the Army elements provided 
by the U, 8. Army Special Warfare Center. Consequently, by mid-November the 
‘Commanding Officer of the Special Warfare Genter pointed out to the USCONARC 
commander that the time had arrived to make a realistic reappraisal of Army 
Special Forces capabilities relating to variovs contingency plans and ἐδ other 
missions and requirements. The current situation created by the requirements 
of Operation Plans 314 and 316 was further complicated by the fact that 
Special Forces troops in Viet Nam were scheduled for replacement by February 
1963. He asked General Powell to consider a reduction in commitments to 
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Operation Plans 314 and 316 and to delay replacement of the South Viet Nam 
detackments for a period of tygive weeks following ἃ change in the defense 
readiness condition (DEFCON). 


But the situation in Cuba brought additional requirements which 
could only be filled through the facilities of the Army Special Warfare Center. 
Just a few days after the Commanding Officer of the Center had requested a 
reappraisal of the commitments of that facility, the Commander, Fleet Marine 
Forces, Atlantic, requested the Commanding General, USCONARC, to provide three 
Psychological Warfare Loudspeaker Teams having a Spanish language capability. 
These teams were to be attached to the Commander, Navy Task Force 129, as 
soon as possible but not later than D-minus-i-day under the operation pian. 
Because of the opinions expressed earlier, USCONARC requested information 
from the Psychological Warfar& Center as to its ability to provide the re~ 
quired personnel and equipment from current resources or attached units. The 
provision of personnel with these identical capabilities to the Cqumander in 
Chief, Caribbean Command (CINCARIB), had exhausted the resources of Spanish- 
speaking personnel. Consequently, the request of the Fleet Marine Forces had 
to be denied at that time. 56: 


Communications Planning 


Couminications planning for the implementation of Operation Plan 
316 consisted mainly of three separate planning areas: the establishment, 
operation, and maintenance of a communications network for the forward area 
to include the staging areas, the logistical complex, and the forward command 
post of GINGARLANT; the establishment of a mobile command radic network for 
Headquarters, USCONARC/USARLANT; and the provision of adequate communications 
support for combat actions in the objective area, For the first requirement, 
USGONARC selected two signal battalions and some five Signal companies includ- 
ing a missile command support company. ‘Two platoons of the Forward Coumumica~ 
tions Company of the 1618 Signal Battalion were exempted from this mission 
since they were already assigned to support of the two brigades of the lst 
Armored Division which, in turn, was already committed to Operation Plan 316. 
The units in question were alerted by USCONARC/USARLANT on 22 October for.a 


ΕΝ 
Msg (USCONARC In 5-1653), €0 USA SPWARCEN to CG USCONARC, DIG 
4520302. (TOP SECRET -- Info used is SECRET). In AG TS Con. 


94, 
(1) Msg 303660, CG USCONARC to CG XVLEI Abn Corps and CO USA 
SPWARCEN, DTG 1921052 Nov 62. (TOP SECRET), In AG 18 Con. (2) Msg 
(USCONARC In M-220460), CO USA SPHARCEN to CG USCONARC, DTG 202000Z Nov 62, 
(SECRET), In DCSUTR P&O Div files. 


30 


FOR-SECRE— 


move to the Florida area to support the communications requirements of 
USARLANT Forward, the Peninawla Base Command, and the staging bases. 99 


ce The establishment of a mobiie command radio net for USCONARC/US- 
ARLANT required the assignment of three CONUS-wide cleared Single 5446 Band 
(888) frequencies. Application for the assignment of these frequencies had 
to be forwarded to the Chief Signal Officer, Department of the Army. The 
three proposed main stations tncluded transmitting facilities at the USCONARC/ 
USARLANT War Room at Fort Monroe, the USARLANT Forward War Room in the Florida 
Area, and a transmitter for the Commanding General, USCONARC, either in the 
air or on the ground, ‘he commanding generals of the stateside armies would 
enter the radio net as directed, The requeste frequencies were approved by 
Department of the Army on 20 November 1962, Multiple frequencies were pro- 
vided to permit a greater flexibility in the radio net and to minimize inter- 
ferexce since these frequencies were shared with other Army assignments. 


wy The final requirement for more adequate communications support of 
combat actions in the objective area led ἐμᾷ Commanding General, XVIIE Air- 
borne Corps, to request the assignment of seven additional signal units to 

the Operation Plan 316 Troop List. The sequested units included 4 signal con- 
struction units, 2 combat area support units, and 1 base depot unit. The two 
combat area support units, however, were already committed to support bases 

in Florida. USCONARC consequently informed XVIII Airborne Corps that one of 
the cwo units could be released only after completion of its previously 
assigned mission. Since ail of the requested units were assigned to the 
Strategic Army Command (STRAC}, their release had to be obtained from CINC- 
STRIKE. The latter coominder immediately pointed out that the requested 
Signal construction units represented the only reserve of Signal construction 
capability available to STRICOM forces to meet contingency requirements other 
than Operation Plan 316, He further pointed out that experience factors in 
both World War Ii and in Korea for such units indicated that the request was 
in excess of the combat requitements. CINCSTRIKE conseqiently nonconcurred 
in the addition of the signal construction units to the troop. “iiat, but did 
approve the use of the combat area and base depot units. 9? a 
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Switch in Priorities for Medical Units 


At a rather late stage ἀπ the preparations, the Commanding General, 
XVIZI Airborne Corps, recoumended that tumediate action be taken to remove the 
5th Medical Evacuation Hospital, the 28th Medical Field Hospital, the 139th 
Medical Detachment (KB), and the 155th Medical Detachment (KS) from the 
already pre-loaded USNS TAURUS at Savannah, Georgia. Those units would either 
be returned to their home stations or pre-positioned at another location which 
would permit their outloading on commercial vessels chroughithe port of New 
Orleans, ‘The XVIII Airborne Corps commander intimated that this action was 
made possible by the allocation of additional assault shipping to support 
Task Force 125, In further justification, he indicated that approval of this 
recommendation would enable the subject units to perform their equipment 
maintenance and engage in essential training. USCONARC, on the other hand, 
had not generated any additional shipping which would permit the release of 
commercial shipping then scheduled to arrive in the objective area on D-day. 
These medical units were scheduled for shipment on the USNS TAURUS to meet an 
urgent requirement of the Commander, Task Force 125, to have such units in the 
area as early as possible even if the captured airfields proved unsuitable for 
the airlanding of such units. The USCONARC planning staff was of the opinion 
that the units wers then in the best position to meet the readiness posture 
imposed upon them provided, of course, that the urgent requirement was still 
valid. USGONARC, moreover, had no available information which would justify 
offloading units from the USNS TAURUS unless there was a stand-down in readi- 
ness requirements to the point where units were returned to their home stations 
or ££ the units were no longer required in the objective area prior to D-plus- 
3-days and could be phased in om subsequent shipping. in further justification 
of his original request, the Commanding General, XVIII Airborne Corps, pointed 
out that ba.did not intend to convey the impression that additional assault 
shipping had generated additional shipping space among D-day arrivals. Addi- 
tional assault shipping did, on the other hand, enable the Commander, Task 
Force 125, to revise and reschedule the priorities for introduction of units 
into the objective area and the subject medical units were rescheduled for 
loading in accordance with these new priorities. The units were to move from 
the port of New Orleans on two commercial vessels and were scheduled to arrive 
in the objective area on D-day and D-plus-l-day, cespectively. No additional 
shipping would be required at New Orleans for this purpose, and the priorities 
for introduction of tue units into the objective area still met the require- 
ments and desires of the Commander, Task Force 125. Since the Medical units 
in question were only 30 percent mobile, they did not make the best use of 
the roll-on, roll-off capabilities of che USNS TAURUS and would, therefore, 
unnecessarily delay unloading of the vessel during the critical early phase 
of the assault operations. Furthermore, General Wowze, the XVIEI Airborne 
Corps commander, did not intend to recommend the movement of these units to 
New Orleans at that time but rather to some station such as Fort Stewart or 
any location in the general geographic area which would permit onloading by 
Deminus-4-days. General Howze did feel that the units could be ned τὸ 
their home stations and still meet this deployment schedule. Two line com- 
panies and the headquarters detachment of the Sth Engineer Battalion (Cgmbat) 
were proposed for that space on the USNS TAURUS which was to be vacated by 


52 


‘SEORE— 


FOR—SECRET 


rescheduling the medical untts,°8 This change in priorities was held in 
abeyance pending decisions on the stand-down of readiness which would permit 
all units to return to their home stations. 


Giyil Affairs Planning 


In the alert notices to the various Army commanders at che outset 
ὍΕ the operation, USCONARC had included some Civil affairs Units in the On- 
call Echelon of Operation Pian 316. Despite the fact that the Army commanders 
concerned were instructed to bring these units to 4 high state of readiness 
due to the short reaction time, no specific missions were assigned at that 
time to the units in question, As late as 20 November, the Commanding 
General, USCONARG, informed the First Army commander that for the present no 
further missions statements would be provided the units aor was direct Liaison 
between the units and XVIEZ Airborne Corps authorized. Headquarters, USCONARC, 
was considering a plan for briefing each individual Civil Affairs unit, and 
the units were to be informed when ali planning details were complete, Again, 
the stand-down in readiness condition eliminated the need for briefing the 
units in question. 39 


By the end of November the Commanding General, XVIII Airborne Corps, 
whe, a8 Commander, Joint Task Force Cuba, would command all operations in the 
objective area, became aware of the fact that there was a very conspicious 
jack of guidance in certain fields of Civil Affairs. As a consequence, he 
had his headquarters develop a short-range command policy for such areas and 
then informed General Powell that he intended to follow that policy unless 
Specific guidance to the contrary was provided by some higher headquarters, 100 


Planning for the Yse of Latin American Forces 


The Commander in Chief, Atlantic (CINGLANT), informed the Commanding 
General, USCONARC, on 1 November 1962 that several Western Hemisphere countries 
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had offered small caval elements to participate in the United States quarantine 
operations against Cube, On this basis, they could also be expected to offer 
Αταν and Air Force units for use in air and ground operations in the event 

chat Operation Plans 312 and 316 were executed. Such forces as might be 
offered would range ia size from a token force to substantial numbers accord- 
ing to the capabilities of each country concerned. He requested General Powell 
to make coments and recomendations on the best method of accepting these 
forces, as well as Sor their subsequent use in the Cuban operations. He 
emphasized that their use should be so planned as to insure suitable favorable 
gublicity with a resultant effect upon friendly relations with the United 
States, 101 


‘(283 ‘The Commanding Geveral, XVIII Airborne Corps, made immediate recom- 
mendations as to the receipt, staging, processing, training, and employment 
of the proposed Latin-American forces. He recommended that staging be 
accomplished in each respective country with advice furnished by the’ Commander 
in Chief, Caribbean (CINCARIB), through the appropriate Militery Assistance 
Advisory Group (MAAG), but only if such advice was required and/or requested, 
Appropriate U. 5. units would provide proper liaison as soon as the U. 8. 
forces could determine what type of unit would be offered and whether the 
offer was acceptable. He further recommended that the participating units be 
moved to the objective area along with their equipment in ships furnished by 
their own country and with their ow naval protection, He felt that the 
participating units should bring with them from their own resources a five- 
day supply of Classes I, ΤΙ, and V euppiies and that they should resupply 
themselves from their home country using their own transportation means. | On 
the tactical side he recommended that the forces be used in a reinforcing 
role depéndent upon the size of the unit offered. If their capabilities so 
permitted, they would be used as indepéndert units under the control of the 
Commander, Task Force 125; on the other hard, their usa would be determined 
when the composition of the offered force was firm, He recommended that che 
forces be introduced into the southern ports of Cuba and could then be assigned 
to any one of a number of missions, 102 


Gonsitering the capabilities of rhe Latin American countries this 
Viewpoint terded to be rather idealistic, The USCONARC commander and his 
planning staff, cn the other hand, took a more realistic view of the receipt, 
training, equipping, use of these forces, He recommended to CINCLANT 
that, based on the logic of language, cational customs, and the like, these 
forces be staged through the Antilles Command (ANTCOM) of the U. S. Army, 
Caribbean (USARCARIB). General Powell's recommendation was based on the 
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assumption that the Puerto Rican two-battle group force would already have 
been called to active duty and committed to operations in Cuba either prior 
to or with the Latin-American forces, If, however, the number of Latin-~ | 
american forces made available for such use exceeded the capabilities of 
ANTCOM, they should then be staged in facilities in the continental United 
States such as Fort Benning, Georgia, Planning assumptions developed by 
General, Powell's planning staff indicated that such forces would require 
assistance in the way of equipment, supplies and training prior to commitment 
in the objective area with the U. S. forces. The provision of such supplies 
and equipment, plus training in the use of Ὁ, S.-provided equipment, was con- 
sidered essential if such forces were to be integrated into tactical opera~ 
tions of the , $, forces in Cuba, Based on these assumptions, the USCONARC 
planning staff conci:ded that the Latin-American forces could not be committed 
in the initial assault phase, A recommended mission for later operations was 
the taking of seaports and towns not included in the wain axis of advance.‘ 
this woald relieve the U. S$, forces of mop-up type operations and permic them 
to secure the country more rapidly amd to more rapidly establish a government 
friendly to the United States, Upon completion of major operations, USCONARC 
fele that these Latin-American units might well be assigned their own occupa~ 
tion sectors until a friendly Cuban government could be established. Since 
certain ANTCOM forces had already been placed under the operational control 
of GINGLANT, the JSCONARC commander requested che transfer of the remainder 
of ANTCOM's forces to his jurisdiction in order to develop planning factors 
and to establish facilities for the receipt, staging, and training of the 
forces in question, 193 


Because o£ his knowledge of the Latin-American forces, the Commander 
in Chief, Caribbean (CINCARTB), informed the Joint Chiefs of Staff and chose 
comands dealing with Cuban contingency planning of the number and types of 
troops which could be expected of mombers of the Organization of American 
States (OAS). He felr that the following forces could be provided without 
having ἃ serious effect on the respective country's own internal security: 


+ One Infantry battalion 
Bolivia - A unit no larger than an Infantry platoon 


Brazil - One Infaacry battalion 
Chile + One batralion combat team 
Columbia - One Infantry company 
Dominican Rep: 
Ecuador 
El Salvador Infantry platoon 
Guatemala Infantry company 

Tes. 
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Hates - One Infantry platoon 
(Complicated by French Language problem) 

Honduras + One infantry company 

Mexico + One Infantry battalion 

Nicaraugua + One Infantry company 

Paraguay τ One Infantry platoon 

Peru - 19th Infantry Bataiion (Ranger) 
(Considered desirable by CINCARLB) 

Uruguay ~ One Infantry platoon 

Venezuela + One Infantry company 


Neither Costa Rica nor Panama had an army from 
which conttibutions could be made. 


CINGARIB pointed out that, while these contributions were relatively modest, 
they woudd, nevertheless, be politically and psychologically significant. 
while many problems did undoubtedly exist, he felt that they would be over- 
come by intensive training under the supervision of United States forces. 

He cuationed, however, that extreme care would have to be taken in approach- 
ing the Latin-Anerican countries for such force contributions, In many cases 
the approach would be viewed or exploited by the Latin-American countries as 
a lever to obtain more milivary equipment. Therefore, he felt that the 
United States should spell out, at the oftset, chat any equipment furnished 
to such participating forces was for the duration of the emergency only and 
would have to be returned to the control of the United States upon completion 
of the operations. With regard to the training and staging base to be used, 
he was quick co point out that the extreme antipathy of many of the Latin-~ 
Americans for the Puerto Ricans ruled out the use of ANTCOM facilities for 
these purposes. CINCARIB therefore recommended that, due mainly to the 
language problems of the Latin-American forces, such units should be equipped, 
trained and staged in the Ganal Zone, where he possessed both the facilities 
and the danguage capabilities to successfully carry out such a mission, This 
recommendation was limited by the fact that the equipment, both for the 
support of the forces themselves and for the support of the trqjning effort, 
would have to be furnished from the continental United States. 


(81 The opinion of GINCARIB on the use ef Puerto Rico for these purposes 
was strengthened by the Commanding General, Antilles Command, who outlined 
further factors which limited the use of that area. He pointed out that, 
since his plans for a General War Condition called for the mobilization of 
all Puerto Rican Army Reserve and Army National Guard units, that eventuality 
would preclude the availability of accomodations for the training of Latin- 
American forces. Displacement of ANTCOM units to off-island locations, πον" 
ever, would alter this accomodation capability, Furthermore, if che ANTCOM 
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commander were required to meet the staging requirements for the Latin« 
American forces, he would have to 5811 to active duty ali Amy National Guard 
and Army Reserve support units on the island. With the call-up of these units 
and the selected call-up of two battle groups of the Puerto Rican Army National 
Guard, only one installation on the island would be available for staging 
Latin-American troops. While this installation would be capable of accomodat~ 
ing approximately 4,000 troops, mainly under tentage, it was Limited in swit- 
able training areas and did not possess adequate ranges for the training of 
Armor and Artillery units, ANTCOM's stocks were not even considered adequate 
to support the programmed call-up of Army Reserve and Army National Guard 
components and consequently could not be expected to support a training pro- 
gram for upwards of 4,000 additional troops. Class I supplies would have to 
be immediately furnished from the continental United States and Classes II 

and LV stocks were critically short. ANTCOM would definitely require resupply 
for these latter classes on ἃ selective basis. Class V supplies were limited 
to minimum quantities of smail arms ammunition in support of United States 
weapons and could not meet the training requirements for such a large force.105 


Because of these reaspns which militated against the use of Puerto 
Rico for such purposes, CINGLANT recommended to GINCARIB and to the Joint 
Chiefs of Staff that all offered army units of Latin-American countries be 
sent co the continental United States for training and equipping. CINCARIB, 
on the other hand, immediately rebutted this recommendation by outlining the 
reasons why he felt that initial training and equipping of the Latin-American 
forces could be more effectively accomplished in the Canal Zone. He pointed 
out that, first of all, most of the Latin-american Army units had not had the 
requisite basic training which would enable them to enter into sustained com- 
bat training with Ὁ, 5, forces, nor would they be in any physical condition to 
do so, He proposed that ali Latin-american forces be received in the Canal 
Zone where they would be physically examined, physically hardened, and given 
training according to their respective needs by Spanish-speaking instructors 
from Ὁ. 8. Army, Caribbean, who were accustomed to working with the Latin~ 
americans. This initial concentrated effort would require a basic understand- 
ing of the needs of the Latin-American forces and this would be almost 
impossible to obtain at training bases in the United States, Very few of the 
officers, noncommissioned officers, or enlisted troops could be expected to 
speak English, While liaison officers would be invaluable during actual 
combat operations, they could not conduct the requisite training for such 
forces, ‘The Caribbean Command could accomodate upwards of 6,000 Army troops 
for training, as contrasted to the 4,000 estimated for Puerto Rico. The 
better units might be ready for employment in 2 to 4 weeks but the poorer units 
would possibly require 2 to 3 months of intensive training before they could 
effectively serve with United States forces. The Commander in Chief, Caribbean, 
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therefore recommended to the Joint Chiefs of Staff that the receipt of these 
forces, the conduct of their initial training and the issue of a minimum of 
essential equipment should be accomplished in the Canal Zone, He did concede 
that che final training and equipping could be accomplished in the continental 
United States. 106 


eT The proposals made by CINCARLANT, CINCLANT, and CINCARIB brought a 
Strong reaction from the Commanding General, XVIII Airborne Corps, who τας 
peated his earlier recommendations that all staging actions be accomplished 
in the respective home country of the proffered forces. If this was not 
feasible, he then felt that equipment should be provided the forces when they 
reached the objective area. As can easily be seen, these recommendations 
completely overlooked the basic need to train the units in the use of U. 8.- 
provided equipment before an actual coumitment to combat operations, He 
felt, however, that the issue of additional equipment and the retraining of 
these forces might adversely reflect upon them. He reminded the Coumandiog 
General, USCONARC, that the effort in Cuba should be a collective effort ‘and 
should reflect the solidarity of the Organization of American States (OAS), 
The move of the units in question to the Canal Zone and thence to the United 
States would consume time, thus delaying their entry into the objective area. 
He fele that chis militated against the very reasons for their participation. 
While he conceded that operational capability was important, he felt that it 
was secondary to the psychological value of introducing the units into the 
objective area as soon as possible.i0?7 fis whole argument for psychological 
effect ran counter to the information provided by the Coumander in Chief, 
Caribbean, that these units would be im ao shape te take their place along 
side of U. δ. military forces in actual combat operations. ΣῈ the operation 
invelved mexely an occupation of the island of Cuba by foreign troops without 
any resistance being met, bis arguments might be valid. But when the opera 
tion involved action in actual combat, it was extremely unfair to all forces 
in the combat area te include troops whose training and condition did not fit 
chem for such action, 


Despite the arguments presented by the Commanding General, XVIII 
Airborne Corps, the Commanding General, USCONARC, indicated to CINCLANT his 
concurrence in che position established by the Comminder in Chief, Caribbean. 
This meant that the initial training and equipping of the Latin-American 
ground forces would be more appropriately accomplished in the Canal Zone 
with the final equipping and training to be accomplished by Headquarters, 
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USARLANT/USCONARC in the continental United Staces,108 gut this proposal, 
like so many others, was overtaken by events, since the decision for ἃ com~ 
plete stand~down in readiness conditions was made by the Joint Chiefs of 
Staff uefore they could take up this matter for final decision. 


Use of Cuban Volunteers 


At the time that the Cuban emergency occurred, USCONARC was in the 
process of developing ἃ training plan for those Cuban Nationals who volunteered 
to serve in the ὕ, 5. Armed Forces, The existing Army Training Plan for Cuban 
Volunteers consisted of a total training period of 22 weeks, 8 weeks of which 
was devoted to Basic Combat Training, 8 weeks to Advanced Individual Training, 
and the remaiaiag 6 weeks to Basic Unit Training, all of which was conducted 
at Fort Knox, Kentucky. At a conference with representatives of the Office 
of the Deputy Chief of Staff for Operations, Department of the Army, on 
24 October 1962, USCONARC was directed to submit a plan to accelerate this 
training to a four to six weeks training period. The USCONARC planning and 
training staf€s concluded that a six-week accelerated training program was 
the minimum training time required to attain an acceptable degree of military 
effectiveness, USGONARC was additionally directed to develop ἃ plan for 
employing the Cuban Volunteers after they had completed the training period. 
‘The Arméd Forces Examining and Induction Stations (AFEIS) at both New York 
City and Miami, Florida, estimated that Cuban Nationals could be obtained ia 
sufficient numbers to meet the training quotas established by USCONARC de~ 
pendent entirely upon the volunteer rate. 


[2] USCONARC intended to conduct the accelerated training program at 
Fort Knox, Kentucky, where the existing program for training Cuban Volunteers 
was already underway, and planned on an initial weekly input of 480 volunteers 
with this input to be continued each week for four consecutive weeks. 86- 
ginning with the fifth week a recuced weekly input of 240 volunteers would be 
established. As was indicated above, the minimum acceptable training period 

to train a Cuban Volunteer for a Limited tactical employment capability was a 
six-week period based on a fifty-four-hour training week. USCONARC proposed 

to train the Cuban Volunteers in training companies as platoon packets con- 
sisting of four eleven-~man squads. Platoons, moreover, would be made up of 
volunteers whe came from the same geographic area of Cuba, Weapons training 
planned for this accelerated program was to be limited to the M-l rifle, the 
BAR, and hand grenades. All personnel would be qualified on the Μ-1 rifle 
with the exception of two men per squad who would be qualified on the BAR and 
only familiarized with the M-l, In the event that deployment of the volunteers 
did not occur at the end of the 6-week training period, USCONARC planned to 
continue the normal training period under the original concept, i.e., 8 weeks 
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of Basic Combat Training, 8 weeks of Advanced Individual Training, and 6 weeks 
of Basie Unit Training. ‘Those Basie Combat subjects which were eliminated to 
establish the accelerated 6-week program would be included in the remaining 

2 weeks to £411 out the normal 8 weeks of Basic Combat Training. 


In the evant that platoons were deployed to the objective area at 
the end of the curtailed six~weeks treiaing program, USCONARC proposed to 
deploy an officer ~- or senior non-commissioned officer -- and two non-com- 
misstoned officers of the training cadre along with the unit. While the 
officer who was proposed to accompany the unit into action would be in a 
command status within the stécture of Che platoon he would be referred to 
merely as a unit advisor. One noncommigsioned officer would be a senior 
field leader while the other should be oriented toward coumunications and 
supply. Hach platoon would be authorized an overstrength of 10 percent prior 
to deployment as no replacement pipeline was envisioned by the USCONARC 
planners. USCONARG recommended that the plateona be attached to che senior 
headquarters withia the theater for final determination as to their use. 

Upon completion of the accelerated training program, these platoons would be 
reasonably capable of such duties as guides, scouts, connecting files, inter- 
preters, transistors, meubers of patrol, guards at prisoner of war camps, 
vear area security guards, and the like, 109 gut ag occurred with so many 
proposals and programa of this type during the Cuban Crisia, the actual out- 
come was also overtaken by events, The program iteelf was neither approved 
nor disapproved by the Department of the Army, but wes held in abeyance pend- 
ing the actual need for implementation, Training of cvban Volunteers wae be- 
gun under the previously approved program as described above, which called for 
eight weeka of Basic Combat Training. The stand-down in troop readiness at 
the end of November obviated the need for implementing such an accelerated 
progran and USOQRARG continued the normal training cycles which had already 
been initiated. 
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Chapter ITE 


‘THE PRE-POSITIONING AND PRE-OPERATIONAL, PHASE 


Alerting of Units for Possible Implementation of Operation Plan 316} ἢ 


At the time that the Joint Chiefs of Staff announced the appoint~ 
ment of the Cowmanding General, USCONARC, es Commander in Chief, U, 8, Army 
Forces, Atlantic Coomand (CINCARLANT), 12 they directed hia to bring al! 
Amy unite contained in the Task Organization for CINCLANT Operation Flan 316 
to the highest possible state of readiness {n anticipation of a possible 
execution of that plac, The units comprising the Task Organization were 
contained in a troop List published by the Commanding General, XVIII Airborne 
Corps, as an annex to the supporting STRAC Operation Plan 316. 


The commanding generals of the six CONUS armies were consequently 
instructed to ase funds currently available to them for all requirements ia 
support of this action, Their currently authorized Annual Funding Frogram 
was to be used for this purpose, disregarding all programing directive which 
currently served as guidance, Cost estimates would have to be developed since 
they would be required by higher headquarters at a later date. The Aray 
commanders were further instructed to retura sll units on temporary duty to 
their home stations with the exception of chose {nvolved in Operation RAPID 
ROAD and Exercise THREE PAIRS,113° Aurhority to return these Latter unite to 
their home stations depended upon separate action by Department of the Aray 
and by CINCSTRIKE, respectively. 


USCOWARC gave detailed instruction to the Army commanders with 
ζεβατά to furnishing the troops required to bring the units to deployable 
strengths. They were to be prepared to use all available personnel resources 
to bring the {nvolved unite to not less than minimum deployable strengths. 
This was to be accomplished originally on a temporary duty (TDY) basis. 

While all available troops were to be counted as deployables, no action was 
to be taken during the interim to recall those on leave, at schools, or on 
other temporary duty. In order to make more troops available for this 
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purpose, USCOMARC modified the criteria which governed ἃ peraon's Expiration 
of Term of Service (ETS) so as to permit the use of ail those who could 
complete at least twenty days in an objective area prior te return to the 
United States for eeparation, The Army commanders were also instructed to be 
prepared to suspend any and all actions which might reuove a man from his 
unit with the exception of courte martial, board actions, medical actions, 
ETS, and retirements. All personnel with less than four months training were 
to be screened from the participating units but airborne units were authors 
ized to deploy with any available overetrengths, 


38) In order to attain proper equépment readiness, the Army coppgaders 
were instructed to {mediately implement Logiatical Plan DEUESCHMARE! 

within installations only for the air, surface, and on-call echelons, 
Execution of this plan was directed for all active Army units but preparations 
were also te be made to complete the authorized equipment of all units 
assigned to the Operation Plan. All available equipment assets vere to be 
used to bring unite to their full TOE authorizations and the Army commanders 
were to be prepared to execute the subject logistical plan on an Aruy-wide 
basia when so directed, Army commanders were directed to imediately 
reconstitute repair parts stockage to meet the Prescribed Loads List (FLL), 
the Universal Missions Load List (UML), and the Authorized Stockage List (ASL) 
for all participating units using available assets and requisitiontag actions. 
The commanders were reminded that requisitioning actions were urgent because 
of an immediate requirement for deployment. Minioum requirements dictated 
that all materiel be immediately brovght to serviceability standards 88 
prescribed in USCONARC Directive 750-8, If time permitted, matntenance efforts 
would be directed to bringing all tactical vehicles to Preparation for Over~ 
seas Movement (POM) conditions, but field maintenance priority was to be given 
to the attainment of prescribed serviceability standards, 


Recommendations for Implementing Operation Plan 322 


ey Although the Joint Chiefs of Staff had alerted Headquarters, 
USCONARC, for ἃ possible implenentation of Operation Plan 316, the planning 
factors which were described earlier called for Operation Plan 312 to precede 
Operation Fisn 316 in actual execution, Operation Plan 312 was the basis 
governing the time reaction factor for ground force deployment under the 
latter plan, In other words, the implementation of Plan 312 would be the 
signal to initiate preparations for implementing Plan 316. At about noontine 
on 20 October, CINCLANT informed the Commanding General, USCONARC, that the 
Joint Chiefs of Staff had that morning been considering the execution of air 
strikes under Operation Plan 312 to commence on the following day, But even 
by the time that CINCLANT had passed the information to USCONARC, the likeli- 
hood of executing Operation Pian 312 on 21 October had already passed. The 
Joint Chiefs of Staff then recomended a two-day delay in executing the plan 
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in order‘ to obtain a better readiness posture for the forces involved. 
CINCLANT, acting in response to this recomendation of the Joint Chiefs of 
Staff, requested authority to establish a DEFCON 3 status for all Army and 
Air Force unite which were not assigned to his operation plans. While the 
Joint Chiefs of Staff recognized the reasons behind his request, they 
{nformed CINCLANT that they did not intend te grant him such permission until 
his request had been approved by higher authority, In the interim, the Joint 
Chiefs of Staff deatred uo overt actions which might attract attention. 
CINCLANT, on the other hand, passed thie information to the Commanding General, 
USCONARC, in the form of a possible alert for establishing an Army-vide 
DEFCON status as soon as the decision was made at the prescribed higher level. 
Several days later -- on 2 October 1962 -- GINCAFLANT strongly recomended 
the immediate implementation of Operation Flan 312, The Commanding General, 
USCONARC, concurred in this recommendation and further recommended that a 
decision be made as soon as possible so that the necessary USARLANT troop 
movements might be initiated on the following day in order to attain the 
proper readiness status for possible implementation of Operation Plan 316,115 


Actions to Increase the Readinesa Posture of ali USCONARC Forces 


With the glerting of the forces assigned to Operation Plan 316, 
USCONARC considered means which could be used to improve the readiness 
condition of ali forces assigned to its control. As a first step, CONUS Army 
commanders were instructed to increase security measures for posts, camps, 
and stations under their respective jurisdictions and to institute anti« 
sabotage measures, At the same time they were warned that their actions 
would have to be undertaken in such a way as to minimize che alerting of 
either military personnel or the general public that anything out of the 
ordinary was happening, USCONARC recommendations in this regard included the 
increasing of Military Police patrols, tightening of security at post entrances, 
facreasing the security preceutions concerning important military facilities 
located on post, and increasing counter~intelligence measures against possible 
espionage, sabotage, and subversion, Other security precautions included 
maximizing the security of planning areas and briefing rooms and reviewing the 
access lists to such areas; using liaison officers to transmit particularly 
sensitive information in lieu of electrical transmission; and emphasizing to 
their personnel that no attempt to "double, palk” classified information over 
the telephone should be made at any. time, 
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Although the units assigned to Operation Plan 316 had been previ- 
ously alerted for possible implementation of that plan, they had not been 
placed on ἃ definite Defense Readiness Condition (DEFCON) status as of 20 
Oetober. On that date the USCONARC Coumander directed all six CONUS Army 
commanders and the Commander of the Military Diatrict of Washington to place 
their heedquarters on a 24-hour operating basia along with all Class I 
installations under their jurisdiction at which STRAC or STRAF units were 
located, Commanders and key staff officers of the above indicated headquatters 
would be avatlable at all times, as well es persons qualified to receipt for, 
and handle TOP SECRET messages.117 By 21 October the Coumanding General, 
DSCOKARC, was able to report to CINCLANT that ail CONUS Armies had opened 
Emergency Operations Centers (£00) on a full time basia and that 411 units 
as shown in the current task organization for Ogeration Plan 316 had been 
ordered to retura to their home stations, including those involved in 
Operation RAPID ROAD and Exercise THREE PAIRS, 118 


ey The Commander in Chief, U, 5, Strike Command, dixected the Com 
mending General, USCONARG, to place ais entire coumand on DEFCON 3 statue 
effective 1800 hours, 22 Gctober 1962, Actions required under DEFCON 3 
status included the completion of all actions required under lesser Defense 
Readiness Conditions and the return of all personnel from leave status. As 
an exception to this directive, CINCSTRIKE announced that both Exercise 

SHORE LINE and Exercise THREE PAIRS would be continued at a level of activity 
consistent with those forces remaining available to him, While he planned to 
continue these exercises on a reduced scale, he established a terminal date 
ef 27 October in order to provide cover for preparatory actions required to 
implement the pertinent contingency plans.11? USCONARC notified all six 
CONUS Ary headquarters and the Military District of Washington by 1735 hours 
on 22 October that ἃ DEFCON 3 statue was to be put into effect immediately 
and estimated at that time that this advanced readiggss condition could be 
attained USCONARC-wide by midnight of the same day, The Military District 
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of Washington was the first to announce complete attainment of the DEFCON 3 
status which it reached by 1900 hours, 22 October, while the Sixth dray 
announcement followed at 2200 hours of the same day. All USCONARC/USARLANT/ 
USARSTRIRE forces attained DEFCON 3 status by 0130 hours, 23 October, 121 


aw Ta order to prevent undue attention being given to the actions of 
the military forees in preparing for a possible implementation of the 
operation plans pertaining to Cuba, the elert instructions issued by the 
Joint Chiefs of Staff on 17 October had specifically stated that no personnel 
were to be recalled from leave. When the DEFCON 3 statue was announced for 
all Army forces on 22 October, a change was required in these instructions 
since this advanced readiness condition automatically included the recall of 
suck personnel, Consequently, the Commanding General, USCONARC, authorized 
his Aruy commanders at 1813 hours, 22 October 1962, to recall all personnel 
from leave status. 122 


Sepply Readiness 


The USCONARC Logiatical Planning Staff had long been attempting to 
obtain higher supply priorities for those units assigned to CINCLANT 
operation plans for the Cuban Area, merely to provide them with their 
authorized supplies and equépment. Such shortages of supplies and equip- 
ment had been reflected in the past in the operational readiness reports 
which these units periodically submitted to Headquarters, USCONARC, Without 
the proper supplies and equipment, the units in question were not oper- 
ationally ready to mount a full scale assault on the island of Cube, It was 
not until 19 October 1962 -- after the Joint Chiefs of Staff had already 
alerted Aray Forces for a possible implementation of Operation Plan 316 -= 
that the Department of the Army assigned a higher supply priority. ἡ 
ptlority of 2.09, as defined in AR 11-12, was Limited to those active Aray 
units ineluded in the Troop Lists for either Operation Plans 314 or.316. By 
the time that this information reached his Aray commanders, General Powell 
had already directed the implementation of Logistical Plen DEUISCHMARK 123 
on on Army«wide basis for the Air, Surface, and On-call Echelons of Operation 
Plan 316, His implementisgninstractions to the Army commanders for 
Logistical Plan DEETSCHMARK indicated that replacement requisitions for items 
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withdrawn from units not essigned to Operation Plan 316 would be honored ta 
accotdance with normal supply priorities. He emphaaized that the higher 
priority of 2,09, as indicated above, applied only to the support of 
Operation Plan 316, These instructions proved to be a bit confusing to the 
Aray commanders since they had not yet received any indication of increased 
supply priorities, The message containing thie latter information reached 
their hands some seventeen hours after the USCONARC Directive for imple- 
menting Logistical Plan DEUTSCHMARK. In addition to implementing the 
Logistical Plan, the Army commanders were instructed to take all necessary 
actions to bring the units assigned te the operation plan to their full TOE 
authorizations, USCONARC was to be advised af any shortfalls which could aot 
be met from the assets of the respective Army, to include reasonable equip- 
ment substitutions, Ae a final measure, the Army commanders were instructed 
to advise USCONARC of the impact on their coumand caused by implementing the 
Logistical Plan and reconstituting the Parts Loads Lists, the Untversal 
Missions Loads Lists, and the Authorized Stockage Lists. The report was to 
be made as soon ag the redistribution of assets was complete. 


Some five daya after the firet {acrease in supply priorities, the 
Department of the Army assigned a still higher priority ~- Supply Priority 
2.00 τα to all materiel which wae required to bring the pertinent units to 
their full TOE authorizations and to all accompanying supplies. The new 
priority, however, did not apply to the forty-five-day automatic resupply 
requirements, The Department of the Army instructed all depots and National 
Inventory Control Points (NICP) to pick, pack, mark, and hold both serial and 
surface supply items to which the 2.00 supply priority applied, Resupply 
requitements received an increased supply priority of 2.09, and Department of 
the Army approved the pick, pack, mark, and hold of the forty-five-day 
resupply requirements with the exception of Classes IT and IV, For these two 
categories, the Department approved the pick, pack, mark, and hold of only 
fifteen-day resupply requirements. ΙΕ and when E-dey was actually announced, 
the ὕ, 5, Army Materiel Command was authorized to pick, pack, mark, and hold 
the reuainder of the Class II and IV requirements ae necessary to meet 
previously developed shipping schedules, These increased supply priorities 
applied only to those units actually assigned to the troop lists for the 
pertinent operation plan. It was evident to the USCONARC logistical planners 
that a higher priority was also needed for the support units vhich were 
scheduled to operate in the Third Army area. Repeated reques"s on this 
matter to the Deputy Chief of Staff for Logistics, Department of the Aray, 
finally bore fruit on 25 October 1962 when a Supply Priority of 2.00 was 
assigned by the Department for both the Third Army Support Plan units and 
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‘Third Army JDP-FLAK units. The Third Ary coumander was given control of this 
authorization which applied to alssion essential Lteus only and included both 
equipment for the units. aad-supplies for their operation, [28 


Implementing Instructions for Operation Plan 316 


Wich a possible execution of Operation Plan 316 drawing closer, the 
Coumanding General, USCONARC, issued « set of implementing instructions on 
31 October 1962 co all commanders concerned. The purpose of these 
instructions was to insure that the commanders understood their responeibili- 
ties and that they were fully aware of the required sequence of events, since 
orders to execute the plan would require an immediate response by all. The 
actual directive to execute the pertinent operation pian would be issued on 
orders from CINCLANT and would be electrically transnitted by FLASH precedence 
to all concerned. The order τὸ execute would be worded approximately as 
follows: "Execute SCABBARDS 316.62. D-day is (date time group to be 
provided at the appropriate time). Authenticate.” 


All subsequent orders, instructions, and directives would be 
issued by the appropriate Army commanders, the Peninsula Base Coumand, and 
the appropriate Transportation Terminal Commands in accordance with in- 
structions as set down by the Commanding General, USCONARC, Ali movements 
of air echelon units to staging bases and to the objective area were to be 
made under the provisions of Annex H of the operation plan, Upon receipt of 
ordets to execute, the appropriate Army commanders would publish orders to 
nove the pertinent units to their staging bases and direct them to establish 
coordination with the Combined Air Loading Support Units (CALSD) at the 
untoading airfields. Ali surface movements were to be made in accordance 
with Annex M of che operation plan. Ail Army commanders were instructed to 
authorize direct coordination between appropriate port comanders and 
pertinent units coumanders after the latter had received port calicalerts. 
Moreover, they were to insure that unit commanders fully understood the fact 
that port call alerts did not constitute orders to move. Port cali alerts 
were to be issued by the Commanders, Transportation Terminal Comma:da, 
Atlantic and Gulf, respectively. All port call alerts would inform the 
recipient uzit commander that the actual port call itself vould be received 
from the appropriate terminal commanders under separate cover, ALL movements 
of Army aviation were to be in accordance with Annex Ὁ of the operation plan. 
In the event that the Alternate Movement Plan was executed, the Commanding 
General, USCONARC, would issue separate instructions and would advise as to 
the port to be used for loading the aircraft. 
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{81 In the event that any unit movements were required which were not 
fm accordance with, nor covered by, the provisions of the pertinent operation 
plan, the USCONARC Commander would direct his subordinate Army commanders to 
move the units in question to intermediate staging bases or to Army Staging 
Area Coumands (ASAC), as appropriate. He additionally would direct the 
Conmanding General, Peninsula Base Command, to request the {esuance of a port 
call by the appropriate Transportation Terminal commander for the actual 
movement of the unite from their home stations or interuediate staging bases 
through a Port of Embarkation or Aerial Port of Embarkation «- and in this 
case the letter would not be located in Florida «» to the objective area, All 
unit movements made in accordance with the provisions of the appropriate 
operation plan were to be a temporery change of station for an indefinite 
period, While the units were located at a Port of Embarkation, Aerial Port 
of Embarkation, or an Army Staging Area Coumand, they would be under the 
operational control of the appropriate coumander thereof. Upon departure 
from the continental United States, all units were attached to XVIIL Airborne 
Corps for command and control. 


Department of the Army Authority to Issue Movemene Orders 


(δῇ Both the time frame reference provided in Operation Plan 316, plus 
the fact that alerting of the units in question gave no authority to move 
those units, constituted a matter of grave concern to the Commanding General, 
USCONARC, He consequently requested authority from the Department of the 
Army on 20 October to perform certain actions and te accomplish troop 
movements, some of which would have to be undertaken immediately, He desired 
immediate authority -- which he would implement only upon notification of 
E-hour under the operation plan «= co fill all involved units to authorized 
personnel strengths. He also desired authority to implement the Third Aray 
Plan for Joint Defense of the Florida Keys (JDP-FLAK) iamediately upon 
notification of H-hour, Additional authority was desired -- again dependent 
upon notification of E-hour -- to implement the personnel replacement support 
procedures which had been agreed upon by representatives of the Deputy Chiefs 
vf Staff for Personnel, Department of the Army, and USCONARG on 15 October 
1962, Inmediate actions and troop movements for which he desired authority 
included moving the 90th Replacement Battalion from Fort Lewis, Washington, 
to Fort Benning, Georgia; the pre-positioning of boat omits from Fort Eustis, 
Virginia, to Charleston, South Carolina, under cover; and moving the 47th 
Field Hospital from Fort Sam Houston, Texas, to Fort Gordon, Georgia, and 
thence to the Florida Area where the unit would be used to support the Third 
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Avay JDP-FLAR.128 In answer to these requeste, the Department of the Arny on 
22 October Lifted the movement restrictions for. detachuents, small unite, and 
fillers. Four days later the Department. reminded the Commanding General, 
USCORARC, that these provisions were hie basic guidance on the matter of troop 
movements and. that movenent of unite other than these would have to be approved 
at the departmental level.!?9 separate authority had been {esued on 23 
October to move elements of the ist Armored Division from Fort Hood to 
selected destination {n order to eupport pertinent CINCLANT operation. plans. 
But it was not until 29 October that Department of the Aray authorized 
BSCONARC to iaeue movement directives for all unite assigned to Operation 
Plan 316, These directives, of course, would not be effective as movement 
orders until USCONARC had received instructions to implement that plen, [Ὁ 


Key Zersonnel -» Headquarters, USARLANT 


(ass Feeparatious for implementing the operation plans for the Cuban 
Area necessitated an auguentation of CINCLANT's headquarters, as well aa 
those of hia component commanders. His headquarters, moreover, had to be 
developed on ἃ Joint basis, On 19 October he directed the relief of 

Lt, Gen, Louta ¥, Truman δα Commander, Joint Task Force 4 (STFA) ~= a 
position which he held aa Deputy Commanding General, USCONARC, At the came 
time he requested the Commanding General, USCONARC, to make General Truman 
available for assigumeat as Deputy Chief of Staff to CINCLANT for Cuban 
Planning and Operations, In order to £411 the vold created by General 
Truman's temporary departure at « time when the position of Deputy Commanding 
General became more important with the designation.of USCONARC.as USARLANT, 
Lt, Gen, John K, Watero, Fifth Aray Comander, was tenporgrily, assigned ae 
Acting Deputy Commanding General, USCONARC and USARLANT, 1! 
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(1) Msg 920528 (USCOMARC In Μ-214738), DCSOPS DA το CG USCONARC, 
DIG 2219302 Oct 62. (TOP SECRET), (2) Msg 920754 (USCONARC In M-215837), 
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(1) Mag 920607 USCONARC In M-215041), BCSOPS DA to OG USCONARC, 
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DCSUTR PSO Div files. 
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Establishment of USARLANT Forward 


In order to fulfill his missions and responsibilities as Commander 
Tn Chief, U. S. Αγαγ Forces, Atlantic Command (CINCARLANT), the Commanding 
General, USCONARC, planned to activate an advance command post at Homestead 
Air Force Base, Plorida, To provide the proper administrative support for 
this advance comand post, he relieved the 3d Missile Command (Provisional) 
of its emergency mission to support Joint Task Force Four and assigned ic the 
responsibility for supporting CINCARLANT, The Coumanding General, Third Aray, 
was thereupon alerted for movement of the 3d Missile Command to Homestead Air 
Force Base on order. The advance element of USARLANT Forward ~~ consisting 
of twenty-three officers and twenty-two enlisted personnel -- arrived at 
Homestead Air Force Base on 25 Oetoher 1962. By 8 November 1962 the strength 
of USARLANT Forward had increased to a total of 170 personnel while support 
units, totalling an additional 670 personnel, were attached for operations. 
The maximum number of personnel present at USARLANT Forward during the 
emergency operation vas 209 officers and enlisted men, a number considered 
adequete to carry out the assigned aisaions of the headquarters. |! 


USARLANT Forward, functioning as the forward command post of 
CINCARLANT, was assigned four major missions. The first, and perhaps the 
most {mportant, vas to represent CINCARLANT in coordinating the logistical 
and administrative support of Army forces involved {a Operation Plan 316. 

The next aission in importance was the maintenance of continuing liaison with 
the Advance Headquarters of CINCAFLANT ~~ USAFLANT ADVON ~- which was also 
located at Homestead Air Force Base, The two remaining missions of lesser 
importance were to keep current with operations end plans for the support of 
Operation Plan 316 and to be prepared to function on a fiveeday novice as 
GINCARLANT's actual command post. The organizational structure established 
for USARLANT Forward was the conventional general and special staff type 
organization, modified so as to be compatible with che current organization 
of Headquarters, USCONARC, (Charta 4 ἃ 5) As an exception to this rule, δ 
special Signal Section was created at the Special Steff level, At the tine 
that the headquarters was discontinued, the Chief of Steff, USARLANT Forward, 
stated that he could not over-emphasize the requirement for the Signal Officer 
of such a headquarters to report directly to the Chief of Staff, Several 
tableswf distribution were developed for this headquarters during the course 
of the operation, increasing from an original allocation of 221 officers and 


T32. 
(1) Msg 302301, CG USCONARC to CG's Third Aray and XVIII Aba Corps, 
DIG 2203252 Oct 62, (TOP SECRET),: (2) Msg (USCONARC In B-1248), CINCLANT 
το JCS, DIG 2613202 Oct 62. (TOP SECRET). (3) Msg (USCONARC In £-1254), 
CINCARLANT Fwd to CINCARLANT, DIG 2616352 Oct 62. (TOP SECRET). All in AG ΤΆ 
Con, (4) Msg (USCONARC In M-218688), CENCARLANT Fwd to CINCARLANT, DTG 
0802552 Nov 62, (SECRET), In DOSUTR P&O Div files, 
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enlisted men to a final approved table cf distribution calling for a total of 
383. As indicated earlier, the maximum number of personnel present for duty 
at USARLANT Forward at its peak load was 209 officers and enlisted men and 
this number was considered adequate to perform its assigned missions, 133 


Shortly after the establishment of Headquarters, USARLANT Forward, 
the need for aviation support of this forward headquarters was recognized, 
USCONARC proposed the establishment of a provisional aviation company with 
a primary mission of supporting USARLANI Forward. Accordingly, the 100th 
Aviation Company (Army) (Provisional) with an aggregate strength of 18 
officers, 13 warrant officers, and 91 enlisted men was organized on 27 
October 1962 chiefly from the assets of the 416th Signal Aviation Company of 
Fort Huachuca, Arizona. Since two detachments of the 416th Signal Aviation 
Company could not be used for this purpose, the remainder of the personnel 
and equipment required was furnished from resources available to the 
Commanding General, USCONARC, One detachment of the 416th Signal Company 
consisting of 2 rotary wing and 2 fixed wing aircraft, along with 5 aviators 
and 6 enlisted mechanics, was detailed to support the Commanding General, 
Peninsula Base Command, Another detachment, consisting of twelve personnel 
and six aireraft was assigned te the Operation Pian 316 troop list. 134 


Establishment of the Peninsuta Base Command 
and the Army Staging Area Commands 


In order to carry out his assigned mission as Department of the 
Army Coordinating Authority for the administrative support of Amy forces 
in the Western Hemisphere, the Commanding General, USCONARC, decided to 
establish the Peninsula Base Command in the Florida area, The major 
responsibilities of the new command were to operate the Army Staging Area 
Commands and terminal commands, to provide certain medical support, etc., 
and to provide coordination with logistical representatives of other 
Department of the Army and Department of Defense agencies in the forward area. 
On 23 October 1962 the Joint Chiefs of Staff authorized General Powell to 
move units into Opa Locka Air Forse Base which had recently been reactivated 
by the Air Force to support CINCLANT operation plans for the Caribbean area. 
The 2d Logistical Command at Fort Lee was alerted that very day for the move 
to Opa Locka Air Force Base to establish the Peninsula Base Command, While 
both CENCLANT and the Commanding General, Third Army, indicate that the 
Peninsula Base Command was established effective 0730 hours, 24 October, 


133, 
Ler, USARLANT Fwd to CINCARLANT, 3 Dec 62, subj: After~Action 
Report, ARCS. (CONFIDENTIAL). In DCSUTR P&O Div Op Br files, 
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(1) Msg 302751, CG USCONARC co ARLANT Fwd, DIG 2719252 Gcc 62. 
(SECRET). In DCSUTR ῬδῸ Div files. (2) USCONARC GO 124, 27 Oct 62. 
CUNCLASSIPIED). 
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USCONARC did not issue a directive ἕο Second Army to move the 2d Logistical 
Gonmand until 25 October.  USCONARC officially established the Conmand at 
0001 hours, 30 October 1962, 135 


The major missions assigned to the Peninsula Base Command included 
the administrative and logistical support of TF 125 under Operation Plan 
316; the receipt, storage, rigging, and outloading, as required, of all 
emergency supplies and aerial resupply; and the supervision and coordination 
of movements of both replacements and medical evacuees, The Commanding 
General, 2d Logistical Command, was designated as the Commanding General, 
Peninsula Base Command, the forces and activities of which were restricted 
to the geographical limits of the state of Florida. The Peninsula Base 
Commander was additionally directed to act as the coordinating agent for the 
Commanding General, USCONARC, and CINCARLANT in accordance vith Departusnt 
of the Amy instructions and wichin the scope of his assigned mission. 


Transfer of Support Responsibilities from Third Army 


Since the USCONARC General Order estabiishing the Peninsula Base 
Command assigned to that command the responsibility of supporting Task Force 
125 at bases established for that purpose in Florida, USCORARC took steps to 
velieve Third Army of that particular mission, The Commanding General, Third 
Army, was directed to make available to the Commanding General, Peninsula 
Base Command, all logistical-type forces designated by either Third Army ot 
USCONARC for the support of Task Force 125 in the state of Florida, These 
forces were transferred to the operational control of the Peninsula Base 
commander on 30 October 1962, This, in effect, designated the Southeastern 
Terminal Activity and the Army Staging Area Commands as its major subordinate 
elements, Third Army retained responsibility for the administrative and 
logistical support of the Peninsula Base Command and its assigned and 
attached Army units to include those under its operational control, The 
USCONARG directive, on the other hand, did not relieve the Commanding General, 
Third Aruy, of his responsibility for operating a Personnel Replacement 
Center nor did it affect his missions under JDF-FLAK, nor other missions in 


135. ἢ 
(1) Meg (USCONARC En M+214758), CINCLANT to CINCARLANT, DTG 2220542 
Oct 62, (SECRET), In DCSUIR P&0 Div files. (2) Msg (USCONARC In £-1207}, 
CENCLANT to AIG 930, ὉΤῈ 250104Z Cct 62, (TOP SECRET). (3) Msg 302414, 0G 
YSCONARC to CG 2d Log Cmd, DIG 230861Z Oct 62, (TOP SECRET). Both in AG TS 
Con. (4) Msg 302642, OS USCONARC to CG Second Army, DIG 260136Z Oct 62, 
(SECRET). (5) Third Army After Action Rept, Cuban Emergency (U); Incl 1 to 
Ler, Hq Third Army to CG USCONARC, 30 Jan 63, subj: After Action Report for 
the Cuban Emergency (Ὁ), AJAGT-P, p, 3, (SECRET). Both in DCSUTR P&O Div 
files, (6) USCONARC GO 127, 29 Oct 62, (SECRET). In AG an files. 
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support of Operation Plan 316 such as the initiation of aerial movements as 
prescribed in the deployment plans from hone stations in the Third Army area 
of responsibility, 3 


Attachment of 507th Transportation Group 


The 507th Transportation Group (Movements Control) was alerted for 
movement on 23 October and directed to move on 26 October to Opa Locka Air 
Force Base, Florida, The mission of this group was to provide liaison teams 
at all staging bases in Florida and at all surface ports of embarkation being 
used for STRAC Operation Plan 316, Effective 30 October the SO7¢h Transpor~ 
tation Group was attached to the Peninsula Base Command for operational 
control. 198 


Activation of ἄξων Staging Area Commands 


fest Early on 23 October 1962 USCONARC directed Third Army to take 
immediate action to activate, assemble, and prepare for movement to their 
respective staging airfields, an Army Staging Area Command for each staging 
base to be used under Operation Plan 316, Later that same day the Coumanding 
General, Third Army, was directed to complete activation of Headquarters, 
Avmy Staging Area Command (Provisional), and to move it co its operating 
location as soon as possibie, Instructions and orders for the expedited: 
movement of all units asSigned on the Army Staging Area Command Troop List 
were to be issued at the same time, Appropriate supporting and operating 
units were moved to the following U. 8, Air Force Bases in Florida: Eglin, 
MacDill, Gpa Locka, Homestead, McCoy, Patrick, and Tyndall. An additional 
unit was moved to Sanford Naval Air Station, All of the Army Staging Area 
Commands were operational by 1900 hours, 24 October, The Army Staging Area 
Cowmand at Key West International Airport did not become operational until 

5 November since it had to await completion of segotiations for the use of 
thar field. The headquarters, Staging Area Command (Provisional), and ine 


137, 
(1) Msg ATLOG~P-302863, CG USCONARC to Οὐ Third Army, DIG 2916502 
Oct 62, (EOP SECRET), In AG TS Con, (2) Third Army After Action Rept, 
Cuban Emergency (U), Incl 1 to Ler, Hq 3d Army to 0G USCONARC, 30 Jan 63, 
subj: After Action Report for the Cuban Emergency (Ὁ), AJAGT-P, p. 3, 
(SECRET). In DCSUTR P&O Div files. 
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(1) Meg 302455, OG USCONARC co CG Second Army, DIG 231747Z Oct 62. 
(TOP SECRET). In AG TS Con. (2) Msg 302693, CG USCONARC to CG Second Army, 
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29 Oct 62, (SECRET), In AG Cen files. 
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respective Staging Area Commands were transferred te the operational control 
of the Peninsula Base Command on 30 October 1962." 


Third Army Missions and Responsibilities 


x Bven after the Commanding Generai, Third Army, had been relieved 
of his missions and responsibilities for the support of Task Force 125 while 
enroute to, and while at, ports and aerial ports of embarkation in the state 
of Florida, he was still responsible for the support of that task force while 
at other ports and aerial ports of embarkation located in his area of 
responsibility. He was additionally responsible for furnishing facilities at 
Fort Stewart, Georgia, for use by elements of the Surface Echelon of Task 
Force 125. Since only the missions of supporting Task Force 125 in the 
Florida area were transferred to the Peninsula Base Command, the Commanding 
General, Third Army, retained his previously assigned missions of providing 
logistical and administrative support to certain 8. 8, air defense, air 
defense suppore, communications, and comand elements which were moved inte 
the Third Army area for various purposes associated with the Cuban emergency. 
In the event that Operation Plan 316 were executed, the Commanding General, 
Third Army, would also have to provide an 800-bed medical holding and 
treatment facility in the vicinity of Opa Locka Air Force Base, Florida, And, 
Einally, upon orders of appropriate higher headquarters, he vas to be prepared 
to execute the Joint Defense Plan for the Florida Keys Area (JDP-FLaK), 14 


Acquisition of Real Estate in the Forward Area 


The staging of such a great number of troops through the 
Southeastern sector of the United States required the use of facilities which 
were not immediately available to the Commanding General, Third Army, a fact 
particularly true in the Florida area, Headquarters, USCONARC, consequently 
established an informal policy on the acquisition of real estate to be used 
as guidance by Third Army so as to preclude the temporary leasing or 
acquisition of expensive, privately owned real estate to include buildings, 
Leasing of real estate was restricted to those facilities required to house 
critical operational equipment if government owned facilities were not 
available, Privately owned facilities vhich were leased for such essential 
operations would be selected from the most austere type building in the area. 


139. 
(1) Msg 302416, 0G USCONARC to σὲ Third Army, DIC 2305452 Oct 62, 
(SECRET). (2) Msg 302462, 0G USCONARC to CG Third Army, DIG 2323302 Oce 62, 
(SECRET). (3) Third Army After Action Rept, Cuban Emergency (Ὁ), Incl 1 τὸ 
Ler, Hq Third Army to CG USCONARC, 30 Jan 63, subj: After Action Report for 
the Cuban Emergency (U), AJAGT-P. pp, 2-5. (SECRET). ALL in BCSUTR P&G Div 
files, 
140, 
Third Army After Action Rept, Cuban Emergency (U), Incl L to Ler, 
fig Third Army to CG USCONARC, 30 Jan 63, subj: After Action Report for the 
Saban Emergency (2), AIAGT-P. pp, 1-2. (SECRET). In P&O Div files. 
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Facti{ties for troop billeting or normal headquarters operations would not be 
leased or acquired since headquarters elements and troop units would either 
be quartered in existing government-owned facilities or vould operate under 
field conditions, Any leasing actfon taken under this policy, which called 
for an expenditure in excess of $5,000 for a three-month period, required 
prior approval of Headquarters, USCONARC, 


10) Since elements of Task Force CHARLIE of the Surface Echelon were 
scheduled to outload through the port of Fort Lauderdale, Florida, staging 
areas were required in that vicinity te bivowac the troops during movement, 
Third Army proposed the lease of both the Yankee Stadium and the Gulf Stream 
Race Track for this purpose. On 1 November, Headquarters, USCONARC, approved 
the lease of the two facilities and informed Third Army that the Race Track 
would be held ready for use but would not be occupied until required, This 
latter facility was used as a bivouac area for the croops of Task Force 
CHARLIE during the amphibious training exercises held during the month of 
November, 141 


er Perhaps the most important piece of real estate required by the 
3, Army in the forward area was the Key West International Airport, 
Approximately 300 Army aircraft required ἃ forygrd staging base prior to 
being flight-ferried into the objective area.!4* Ir was essential that 
negotiations for the use of this airfield be initiated as early as possible 
since supplies, maintenance facilities, and POL products would have to be 
pre-positioned at the selected staging field, CINCLANT, moreover, pointed 
out to the Commanding General, USCONARC, chat he should pian to use Key West 
International Airport for those planes which exceeded the capacity or capa- 
bility of available shipping, At the same time, he indicated that USCONARC 
should not expect to fly Army aircraft into Key West International Airport 
in any sizeable numbers until shortly after D-day of Operation Plan 312 
because of a possibility of actual interference with combat operations 
resulting from the high density of Air Force and Navy aircraft expected to be 
in the Key West area before and during the initial stages of Operation Plan 
312. 


ΣΝ 
DOSLOG EOC Briefing Notes, a.d,, subj: Draft Msg ATLOG-Engr to 
Third Arsy (OFLUSE), In DCSLOG Admin Br files. 
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The USCONARC Commander pointed out to the Department of the Arny 
‘at the end of October that he desired to aove a base support echelon to 
Key West International Airport as soon as possible, ‘The selected element 
contained an aircraft maintenance company of 125 men and an airfield 
operating detachment of approximately 75 men, He re-emphasized the point 
that there were no facilities at that airfield for fuel storage, servicing 
of the aircraft, or maintenance operations, much less for the billeting and 
messing of either the support personnel or the transient aircraft crews. 
These services would have to be established as soon as possible in antici= 
pation of the order to execute Operation Plan 316. He further emphasized 
the point that either this airfield or equivalent space at the Key West 
Naval Air Station would have to be provided in order to insure the success 
of Army operations. The Joint Chiefs of Staff finally approved the request 
for use of the airport on 3 November 1962 and authorized the Chief of Staff, 
ὕ, 8. Aray, to begin negotiations for its use, immediately. They concurrently 
authorized USCONARC to pre-position the proposed support and operational 
facilities but directed that Army aireraft involved in Operation Plan 316 
were not to be moved into the airport at that time. They pointed out that 
recommendations for movement of the aircraft in question should be a separate 
matter and requested CINCLANT to present his pertinent recommendations at the 
proper time, The Miami District Engineer, U. 8. Army Corps of Engineecs, 
negotiated the lease for airport facilities while the Commanding General, 
Third Army, negotiated arrangements for actual use of the field by the 
support and operational detachments, Direct communication between the 
Coumanding General, Third Army, and the Commander, Key West Forces, ὕ, 8, 
Navy, was authorized to insure, πὲ the support previously agreed upon by the 
ὅν, 8. Navy would be provided, 14 


Plans to Precposition Certain Units 


ee) Plans were being made by 22 October to move Task Force CHARLIE of 
the Surface Echelon of Operation Plan 316 to either a pre-positioned 
location at Fort Stewart, Georgia, or directly to a Gulf port of embarkatkon 
depending on a determination to be made by the Joint Chiefs of Staff. The 

B, S. Army Transportation Terminal, Gulf, at New Orleans, Louisiana, jumped 
the gun on directing these movements and was reminded by the Comnanding 
General, Fourth Army, that no authority existed to move any units assigned to 
Operation, Plan 316 without prior approval from the Commanding General, 
USCONARC. Some felt, however, that the substitution of the lst Armored 
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(1) Msg 302854, CG USCONARC to DCSLOG DA, DIG 2905502 Oce 62, (TOP 
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Division for the 2d Armored Division on the Troop Lists of Operation Plans 
314 and 316 removed a plausible cover for any troop movements at this time 
since the Ist Armored Division was not a designated STRAC unit, as the 2¢ 
Armored Division was. The Commanding General, IIL Corps, therefore recom 
mended that the ist Armored Division be immediately designated a STRAC unit 
to provide this type of cover for the proposed movement of personnel and 
equipment to satisfy the requirements of Operation Plan 316,! 


At approximately 1330 hours, on 22 October the Joint Chiefs of Staff 
tssued the long-awaited instructions for movement of units in anticipation of 
implementing CINCLANE operation plans in the Cuban area, The Department of 
the Army issued more detailed instructions some five hours later. These 
called for the loading for movement of a composite force (Task Force CHARLIE) 
of the 1st Armored Division with ἃ strength of approximately 4,600 for a 
temporary change of station to either Fort Stewart, Georgia, or a Gulf port 
of embarkation, The final destination of this composite force would be 
determined at a later date, The Commanding General, USCONARC, would determine 
the actual composition of the forces to meet operational requirements for 
armored units in either of CINCLANT Operation Plans, 314 or 316. The 
instructions of the Joint Chiefs of Staff stated that the movement was a 
necessary preparation for implementing either of the two operation plans which 
involved ground forces. No public announcement of the anticipated move was 
to be made without prior approval of the Department of the Army. 


Move of the lst Armored Division to Fort Stewart, Georgia 


In accordance with the instructions issued by the Joint Chiefs of 
Staff and Department of the Army, General Powell directed the lst Armored 
Division Commander to take all steps necessary te prepare for an immediate 
move, including arrangements with civilian transportation authorities. First 
priority for the loading of unit equipment, supplies, ete., was given to the 
first, second, fifth, and sixth increments of Task Force CHARLIE which were 
to be moved to Fort Stewarc, Georgia, and held chere for eventual movement 
through Fort Lauderdale, Florida, Second priority was given to tne third 
and fourth increments which were to be held in place at Fort Hood, Texas, 
for eventual movement to the objective area through the port of New Orleans. 
In addition, the Commanding General, USCONARC, directed that the 2d Bactalion 
(Medium Tank), 69th Armor, 24 Infantry Division, prepare for movement to 
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Fort Stewart and ultimate movement to the objective area through the port of 
Savannah. This latter unit was Priority Item 15A of the Surface Movement 
Schedule prepared on 21 October by the Chief of Transportation, Department 
of the Amy, for Operation Plan 316, To complete all necessary arrangements 
for these moves, the Department of the Army on 23 October 1962 authorized 
the Commanding General, USCONARC, co recail personnel on temporary duty and 
on leave and to redistribute personnel on a temporary duty basis, but these 
petsonnel measures were Limited to only those units comprising Task Force 
CHARLIE, Ist Armored Division, Although the Commanding General, USCONARC, 
received verbal approval of his selected destinations for Task Force CHARLIE 
early in the morning of 23 October, he did not receive written approval 
giving him full authority to move the units in question to the selected 
locations until later that same day. 


KS Acting on the strength of verbal approval from the Department of 
the Army, the Commanding General, USCONARC, directed the Coumanding General, 
Fourth Army, at approximately 0200 hours, 23 October, to move the four 
selected increments of Task Force CHARLIE, Ist Armored Division, to Fort 
Stewart on a temporary change of station for an indefinite period. These 
unfts were to be attached to the Commanding General, Third Army, upon 
arrival at Fort Stewart, At che same time, instructions were issued 
permitting the Commanding General, Ist Armored Division, to position his 
headquarters at eigher Fort Hood or Fort Stewart, at his discretion, By the 
following day, however, the USCONARC planning staff queried the Commanding 
General, XVIIE Airborne Corps, on a recommendation that the divisional 
headquarters move to Fort Stewart along with the four increments of Task 
Force CHARLIE and that only a Division Rear Command Post remain at Fort Hood. 
At 1865 hours.on 24 October, the Commanding General, USCONARC, with the 
concurrence of XVIII Airborne Corps, directed the Fourch Army Commander τὸ 
move the Ist Armored Division headquarters to Fort Stewart concurrently with 
Task Force CHARLIE, At the same time, Fourth Army was informed that a 
movement directive was then being prepared to move ist Armored Division 
elements of the Floating Reserve, Operation Plan 316, to Fort Stewart as 
soon as possible subsequent to the arrival there of Task Force CHARLIE, ~~ 
Fourth Army was additionally directed to prepare rhe Ist Armored Division 
elements of the On-Call Echelon for possible movement by rail to Fort Stewart 
as well, On the following day -~ 25 October ~~ Fourth Army was directed co 
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actually move all elements of the lst Armored Division -- with the exception 
of the third and fourth increments of Task Force CHARLIE -- to Fort Stewart, 
with priority for movement going to the task force elements. All units were 
to move ag soon as possible with at Least minimum operational strength 
including attached personnel, δ, 


While the elements of Task Force CHARLIE were enroute to Fort 
Stewart, USCONARC indicated to the Deputy Chief of Staff for Operations, 
Department of the Army, that this task force should be introduced into the 
objective area as soon as possible, Pre«positioning the task force at Fort 
Stewart would serve this purpose provided that the carrying LST's were made 
available to the outloading port at an earlier date than previously indicated 
and that the necessary transportation movement changes were made, 150 


Late in the day on 26 October, the Commanding Gene-:al, USCONARC, 
informed his subordinate Army commanders that his headquarters was publishing 
a revised surface movements schedule for Operation Plan 316. This change 
proposed Fort Lauderdale -- rather than New Orleans ~» as the outloading port 
for the third and fourth increments of Task Force CHARLIE, The new schedule 
was designed to speed up the introduction of the task force into the objective 
area by three to four days, Also moved forward was the arrival of the third 
increment of the 2d Battalion (Medium Tank), 69th Armor, 2d Infantry Division, 
in the objective area from D-plus-3-days to Deday itself, On the basis of 
this change, USCONARC on the following day directed the movement of the third 
and fourth increments of Task Force CHARLIE to Fort Stewart, thus completing 
the directed movement of the entire lst Armored Division to that pre~ 
positioned location. 151 


GES The Ist Armored Division headquarters was the first divisional 
increment to arrive at Fort Stewart since the divisional commander acted upon 
USCONARC's original advice that he could move to Fort Stewart if he so 
desired. the headquarters, moving by air, arrived at the Georgia post at 
approximately 1600 hours, 24 October, of approximately two and one-half hours 


149, 
(1) Msg 302394, CG USCONARC co CG Fourth Army, DIG 2307022 Oct 62. 
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before USCONARC directed Fourth Army to complete such a move, The First 
Increment of Task Force CHARLIE closed at Fort Stewart at 0900 hours on 
26 October. The entire Task Force closed some four and one-half days later 
=~ 2200 hours on 30 October, The Ist Armored Division elements assigned to 
the Floating Reserve began their movement to Fort Stewart on 28 October 1962 
while the on-call forces comuenced Loading for movement on 2 November, 1 


Original surface movement schedules for Task Force CHARLIE, 24 
Armored Division, called for outloading through the ports of Charleston and 
Savannah, With the substitution of the Ist Armored for the 2d Armored 
Division, the U. S. Army Transportation Terminal Command, Atlantic, assumed 
that the outloading ports would remain the same and so indicated in movement 
instructions to the Commanding General, USCONARG, on 23 October, But, as 
indicated above, USGONARC plans and movement instructions for the ist Armored 
Division, called for outloading the first, second, fifth, and sixth increments 
of Task Force CHARLIE through Fort Lauderdale and the third and fourth 
increments through New Orleans. The Chief of Staff, ὕ. 8. Army, concerned at 
this news on its receipt at Department of the Army level, wanted information 
from USCONARC as to vhether Fort Lauderdale was the final answer for 
outloading the four increments of the Task Force, and desired to know the 
effects of this arrangement on movement and deployment times. The Commanding 
General, USCONARC, explained to the Chief of Staff that his planning staff 
had considered the use of Savannah as an outloading port but had decided in 
favor of Fort Lauderdale because of over all requirements. Movement schedules 
developed in support of Operation Plan 316 were based on the availability of 
apptopriate types of vessels τὸ move the units in question, i.e., the USNS 
COMET, the USNS TAURUS, and sufficient EST's. The distance between Fort 
Lauderdale and the objective area permitted a quick turnaround cime for the 
vessels concerned which resulted in arrival of selected units in the objective 
area in the quickest possible cimes, The USNS COMET, for example, was 
initially scheduled to transport elements of the 2d Battalion, 69th Armor, 
from Savannah to the objective area, That distance did not permit sufficient 
time to unload this initial unit and return co Savannah to meet the schedules 
developed of Task Force CHARLIE, Upon receipt of approval from Department of 


152. 
Msg (USCONARC In £-1297), CINCLANT to JCS, DIG 2800162 Oct 62. 
(TOP SECRET), In AG TS Con, (2) USCONARC DOSLOG Mov Br, Mov Status Rept, 
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Status Rept, 1 Nov 62, subj: Movement Status of ist Armored Division as of 
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the Army of this arrangement, the Commanding General confirmed to CENCLANT 
that Fort Lauderdale was the outloading port for the first increment of Task 
Force CBARLIE, 193 


ry The Chief of Staff, U. 8, Army, indicated to USCONARC that the 
switch in outloading ports toe Fort Lauderdale would require on-the-ground 
reconnaissance to confirm the routes to be used for shipment to the port 
atea. Consequently, on 26 October, the Commanding General, USCONARC, directe 
Third Army co insure that both the lst Armored Division and the 2d Bactalion, 
69th Armor, reconnoitered the routes from Fore Stewart to their appropriate 
outioading ports and that the appropriate pert commanders were contacted in 
order to coordinate the outloading, He emphasized that only a minimum number 
of essential personnel should be used for this project and that they wear 
civilian clothing, if available, in order not to attract attention to their 


presence. 


) Because the problem of storing loaded railroad cars for an entire 
Armored division at Fort Stewart became so acute, the divisional commander 
indicated that the period of time required for the firet increment of Task 
Force CHARLIE to move to Fort Lauderdale might be extended beyond the 
estimated three to four days. For this reason he desired to move the first 
increment of Task Force CHARLIE and one medium tank company of the second 
increment to Fort Lauderdale immediately. This would permit optimum loading 
of the four LST's located at chat port and would provide appropriate medium 
tank effort in the first force arriving in the objective area. By 27 October 
he had already made tentative plans to bivouac the forces of the first 
increment in the vicinity of Fort Lauderdaie.153 Bue USCONARC could not 
approve this move because the decision to implement the operation plans had 
not yet been made, 


153, 

(1) Msg (USCONARC In E-1129), CO, USATTCA to CG USCONARC, DTG 
2317502 Oct 62. (TOP SECRET). (2) Msg 920583} (USCONARC In M-214948), 
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ΡΥ On the day prior to the arrival of the first elements of Task Force 
CHARLIE at Fort Stewart, USCGNARC became aware of a problem created by the 
fact that no date had been determined for implementing the operation plan. 
This meant that the date for onward movement of the units from Fort Stewart 
was equally undetermined, USCONARG consequently considered the expedient of 
holding all freight and baggage care under load at Fort Stewart or at adjacent 
railheads, pending 4 decision as to the date for forwarding to outloading 
ports, The comments of the Defense Traffic Management Service (DIMS) on chis 
vecommendation were requested and USCONARC pointed out that they would examine 
the. situation daily and consult with DTMS on any untoward developments, After 
consultation with representatives of the American Association of Railroads as 
to the feasibility of the proposal, the Director, DIMS, indicated his 
concurrence but stated that it did not extend to units beyond Priority 37 of 
the Movements Schedule for Operation Plan 316, He further pointed out thar 
the total rail equipment involved in this proposal would involve a cotal of 
660 cars and would definitely have an impact on the carriers' capabilities. 
The railroads, however, would make no concessions on passenger equipment 155 
since these would have to be unloaded and released co the carrier immediately 


os In the meantime, General Powell had instructed the Commanding General, 
Third Army, to retain all tracked vehicles on the flat cars on which they were 
shipped to Fort Stewart, This provision applied only to elements of Task Force 
CHARLIE and the 2d Battalion, 69th Armor, to permit @ rapid subsequent rail 
movement to a port of embarkation, Wheeled vehicles, on the other hand, were 
τὸ be offloaded from the rail equipment but retained in a combat loaded 
condition. USCONARC intended that these would subsequently move to the port 
of embarkation in overland convoys. Any equipment, which was already loaded 
in box cars or gondola cats and which could not be moved to the port of embar~ 
kation in organic unit vehicles, was to be retained in those vail cars for 
short-netice forwarding to the appropriate port. The ist Armored Division 
elements of both the Ploating Reserve and the On-call Echelons of Operation 
Plan 316 were instructed τὸ offload all vehicles -- including tracked vebicies 
=» upon arrival at Fort Stewart. It was considered that these units would 
have sufficient time in which to reload and reach the appropriate port of 
embarkation, 157 All U. 8, Army-owned (USAX) flat cars were to be retained 
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either at Fort Stewart or somewhere in the immediate vicinity, but ail 
comercial flat cars were to be released aa soon ag they were empty, 158 As 

a result of these instructions, 8 critical problem was created in the storing 
of the flat cars which were required for retention under load, a problem which 
will be discussed at a Later point.159 


The Goumanding General, USCONARC, on 2 November 1962 directed the 
establishment of a five-day alert statue for that portion of the Ist Armored 
Division contained in che On-cail Echelon of Operation Plan 316 when it 
reached Fort Stewart, These forces would assume a stepped up six-hour alert 
status only upon receipt of an order to execute Operation Plan 316. This 
extended alert status was the basis for ordering the On-cali forces to unload 
all equipment from flat cars at Fort Stewart. Their equipment could then be 
used in furtherance of training for those units whose tracked vehicles 
remained loaded on flat cars, While che lst Armored Division elements of the 
Floating Reserve were instructed to offload all vehicles including tracked 
vehicles upon arrival at Fort Stewart, they were also told to maintain an 
alert status of twelve hours in which to begin reloading, Ten days later 
this twelve-hour alert status for the reloading of tracked vehicles was 
extended to twenty-four hours. ὦ 


Additional Units Pre-positioned ἃς Fort Stewart 


ΓΝ One of the first units τα in addition to those of the Ist Armored 
Division σα to be pre-positioned at Fort Stewart was the 2d Battalion 

(Medivm Tank), 69th Armor, which was scheduled for shipment out of Savannah, 
and was planned among the early arrivals in the objective area, This unit 
was directed to move at 0155 hours, 23 October, for a short move from Fort 
Benning to Fort Srewart.'61 On 31 October, the Commanding General, USCONARC, 
directed the movement of a number of supporting units co Fort Stewart which 
were included on the Troop List for Operation Plan 316 and intended for combat 
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support in the objective area, Two of the seven selected units were Signal 
Corps support untts -- a group headquarters and a Signal packet. The 
remaining units were Medical Corps units and included a group headquarters, 
two hospitals τα one field hospital and one evacuation hospital «τ and two 
specialized detachments, one Ortho (KB} detachment and one Thor (KF) detachment. 
The two hospitals were directed to move to Fort Stewart with their currently 
assigned personnel and full TOE equipment, and USCONARC agreed to furnish 
additional professional personnel when required, The two medical detachments 
were directed to move, less professionals, since they were highly specialized 
units, Such specialized personnel vould also be furnished by USCONARC vhen 
required. By 7 November, these units had been joined by the 116th and 285¢h 
Transportation Companies (Terminal Service) which were scheduled to piggy- 
back into the objecsive area on the vessels of the 159th Transportation 
Battalion (Boat), +62 


Precpositioning the Army Boat Units 


wo A substantial portion of the initial success of rhe combat operations 
in the objective area depended upon the ability of the 4th Transportation 
Gommand (Terminal 6) co unload shipping in the objective area harbors. 
Lighterage and allied shipping in support of these unloading operations was to 
be furnished by boat units, harboreraft, and flnating equipment under the 
control of the 159th Transportation Boat Battalion. Since these reasons 
required the boat battalion, along with its assigned and attached units and 
equipment, to rendezvous early with a designated Ὁ, 8, Navy Task Force for 
convey protection, the commanders concerned desired to move them into a pre~ 
positioned location as soon as possible, On 21 October USCONARC was informally 
apprised of the fact that the Army commanders concerned and the XVIII Airborne 
Corps commander intended to move the units and craft in question early on the 
following day, The Commanding General, USCONARC, reminded the pertinent - 
commanders that no authority existed to move any units assigned to Operation 
Plan 316 without his express approval. He thereupon requested authority from 
CINCLANT and from the Deputy Chief of Staff for Operations, Department of the 
Army, to move those units already located at King's Bay, Georgia,: and Sunny 
Point, South Carolina, to a more southerly point, along with units still at 
Fort Eustis and those which the B. 8. Army Terminal Cowmand, Gulf, was to 
furnish From its comuand resources at New Orleans. He justified this action 


ΠΝ 
(1) Msg 718416, CG USCONARC to CG's Second, Third and Fourth Armes, 
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on the grounds that the craft which had been engaged in amphibious exercises 
at King's Bay, as well as those which would make the long trip from Fort 
Eustis and Now Grleans, would require down time for maintenance prior to 
moving into the objective area. 163 


a) Despite the fact that authority had not yet been granted by 
Department of the Army, the Commanding General, USCONARC, directed the XVIII 
Airborne Corps commander on 23 October to take necessary action to move the 
units in question from their present location in support of Operation Plan 
316; a directive which was Limited te the units listed therein, For this 
reason, USCONARC amended the message some twelve hours later to include ali 
the required boat units, attached harborcraft, and floating equipment. The 
boat unit and attached equipment from New Orleans was directed to move to the 
vicinity of Tampa, Florida, while those under the direct control of the ὕ, 8. 
Aray Trangportation Center were merely directed to move to ἃ preplanned 
location, 184 USCONARC was forced to rescind this directive since che 
requisite authority for the move was not granted by the Department of the 
Army, 165 


Ge) Ag late as 28 October, the Commanding General, ἢ, 8, Army Transpor- 
tation Center, Fort Eustis, Virginia, was still asking Second Army for 
authority to pre«position his boat units at Fort Lauderdale, He re-emphasized 
the point that pre-positioning was an absolute necessity for landing craft and 
auxiltary craft in order for them to accomplish their planned rendezvous with 
the Navy Task Force at the time and date required. The XVIIT Airborne Corps 
commander, in a similar manner, restated his concern over the fact that the 
units and allied equipment were too far from their mission area in terms of 
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time and distance. Despite the urgency of the situation, General Powell was 
once again forced to inform the Second Army commander that the request could 
not 86 favorably considered at that time, 166 


The units and allied equipment in question were eventually moved 
fo forward locations at Fort Lauderdale and St, Petersburg, Florida. The 
1098th Transportation Company (Medium Boat), a 100~con floating crane, and 
allied equipment furnished by the U. 5, Army Transportation Terminal Coumand, 
Gulf, at New Orleans were pre-positioned at St. Petersburg on the western 
coast of the Florida peninsula. The Commanding General, USCONARC, directed 
on 3 November that this latter unit and allied craft be attached to the 159th 
Transportation Battalion (Boat) at Fort Lauderdale for operational control 
during the entire operations in che Cuban area, effective upon arrival at 
St, Petersburg. Upon termination of the operations, the boat company and 
allied craft and equipment were te revert to the operational control of the 
Commanding General, Fourth Army, A total of eighty-five Army water craft, 
auxiltary vessels, and allied equipment were pre-positioned at these tvo 
locations in southern Florida, 167 


Magnitude of the Pre-positioning Actions 


} By the end of November 1962 -- when the forces were returned to 
their home stations -- USCONARC had furnished a total of 27,500 troops for 
pre-positioning actions in the southeastern sector of the United States in 
support of Operation Plan 316. This included 17,995 men in the combat units 
pre-positioned for possible implementation of the operation plan aad 7,484 
men in units and headquarters designated for area support in the Third Army 
area, In addition, USCONARC furnished a total of 1,925 troops to the U. 8. 
Army Air Defense Command CUSARADCOM) for the air protection of strategic 
locations in the state of Florida, 168 
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gai The movement of Task Force CHARLIE and then the ramainder of the 

lst Armored Division to Fort Stewart involved a total of 39 trains pulling 
2,483 rail cars of various types, including 205 passenger coaches which were 
used to haut a total of 4,990 personnel, 1,976 flat cars, 231 gondola cars, 

45 box cars, and 26 baggage cars. Of this total, 876 cars were used to move 
Task Force CHARLIE, including 696 flat cars, 154 passenger coaches, 23 gondola 
cars, and 3 baggage cars, There is no break«out of air movements directly for 
the lst Armored Division and more specifically for Task Force CHARLIE. The 
total of air movements for the entire operation prior to return of personnel 
and units to their home stations indicated the movement of 17,079 personnel 
in commercial and U, 8, Air Force Planes, This included 145 commercial air 
movements and 283 separate shipments in planes of the Tactical Air Force 
(Tac), 169 


Spotting and fre-Loading of Amphibious Vessels 


es General Powell discussed the problem of spotting and pre-Loading 

of amphibious vessels with Generai Earle K, Wheeler, Army Chief of Staff, 
during a conference on 28 October, As a result of this conference and 
General Wheelers approval, General Powell decided to preload the Roli-on, 
Roll-off vessels ~- the USNS COMET and USNS TAURUS -- and the Army Beach 
Discharge Lighter (BDL), the JOHN U. Ὁ, PAGE, at Savannah and four LST’s 
furnished by the Navy for Task Force CHARLIE at Fort Lauderdale, ‘The Roll-on, 
Roll-off vessels were originally scheduled to load out of Fort Lauderdale but 
an agreement was reached to load them out of Savannah since the troops which 
would be using them were being pre-positioned at Fort Stewart. USCONARC 
loading plans called for a progressive working of the vessels in question as 
chey arrived on station and for the loading of equipment and caretaker 
detachments oniy. The Commanding General, USCONARC, additionally desired -- 
dependent entirely upon the cime fraue involved -- to rehearse partial 
unloading in conjunction with the Commander of Group II, ὕ, 8. Navy Atlantic 
Amphibious Forces, and the Army unit commenders who would be responsible for 
this operation in’ the objective area, The USCONARC logistical planning staff 
believed that a rehearsal was essential in view of the peculiar characteristics 
of the two Roll-on, Roll-off vessels and the Beach Discharge Lighter. 
further limiting factor which had te be taken into consideration was the close 
clearances of the four World War [i-type LST's when leaded with M-48 canks. 
Since the Roll-on, Roll-off vessels wete not combat vessels, some extraordinary 
measures would have to be taken in order to insure their proper unloading in 
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the objective area. In che event that Operation Plan 316 was ordered into 
execution, USCONARC intended to immediately suspend all rehearsals and 
proceed with the proper loading in time to arrive in the objective area on 
schedule.!70 The four ὕ, 85, Navy 181’ 5 allocated to USARLANT for Task Force 
GHARLIE -~ the SHEBOYGAN COUNTY, DUVAL COUNTY, MIDDLESEX COUNTY, and DODGE 
COUNTY ~~ arrived in Fort Lauderdale, Florida, on 30 October 1962, The 
actual loading of the remaining vessels at Savannah, Georgia, began on 3 and 
4 November 1962. Loading sites for pre-loading equipment included Savannah, 
Fort Lauderdale, and St, Petersburg. Approximately 14,500 measurement tons 
of supplies and equipment were loaded at Savannah on the two Roll-on, Roll- 
off vessels, the Beach Discharge Lighter and LST's. An additional 9,116 
measurement tons of supplies and equipment were placed on board the four 
Navy LST’s at Fort Lauderdale, while some 220 measurement tons of supplies 
and equipment were preloaded on Army watererafc at St. Petersburg. In all, 
a total of 24,266 measurement tons of supplies and equipment were preloaded 
aboard, amphibious vessies in readines for implementation of Operation Flan 
316, 


Pre-Positioning of Supplies 


per The pre-positioning of emergency supplies and aerial resupply items 
at various locations in proximity to the logistical handling and forwarding 
agencies was a matter of great concern to USCONARC, The major logistical 
installation in the forward area was planned For Opa Locka Air Force Base 
which had been returned to active status by the Department of the Air Force 
in preparation for implementing the CINCLANT Operation Plans. CINCLANT 
confirmed to both CINCARLANT and CINCAPLANT on 22 October the authority co 
pré=position materiel and equipment at that air base as required for support 
of Operation Pian 316. In addition, he granted authority to rehabilitate the 
POL system, the storage areas, and other facilities as might be required. A 
few days later, the Commanding General, USCONARC, as CINCARLANT, informed 
CINCLANT that, unless otherwise directed, he intended to pre-pesition 
emergency supplies and aerial resupply at all intermediate staging bases es 
soon as the Army Staging Area Conmand at each af the staging bases was 
operationally ready to receive cargo for the operations in Cuba. In prepa~ 
ration for this support, the National Wholesale Supply Sources operated by 
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both the Department of the Army and the Defense Supply Agency acted to insure 
the availability of supplies in che event that the Operation Plan was executed, 
Supplies were prepared in this connection for inmedtate shipment to air and 
surface terminals. 


Get” shortly after USCONARC was alerted for possible implementation of 
CINCLANT Operation Plan 316, it took action to insure the ready availability 
of selected types of ammunition. A total of 2,500 shore tons of ammunition 
were shipped to Anniston, Alabama, ready to move forward on order, In 
addition, 228 HAWK missiles, 72 NIKE-HERCULES missiles, and 300 858-11 anti- 
tank missiles totaling 1,000 short tons were pre-positioned with units in 
Florida, USCONARC experienced some difficulty with the storage of the 
atomic components for these missiles since a Special Ammunition Supply Point 
(SASP} had to be established τὸ accomplish this storage responsibility, Two 
locations were selected by the Peninsula Base Command for this purpose -- 
Opa Locka and McCoy Air Force Bases. Opa Locka Air Force Base had che 
necessary igloos but these vere not in an exclusion area as required for 
atomic components, Comercial costs for fencing the area in question were 
estimated at $74,700 to include required lighting. At this location, 2 
hospital tent would also have to be moved to comply with safety regulations. 
HeCoy Air Force Base did have the requisite igioos located in a proper 
exclusion area, but these were reserved for use by the Strategic Air Command. 
Pour cubicles within the area were not reserved, but Army use for the storage 
of atomic rounds would require authorization from the Department of the Air 
Force, just as the use of Opa Locka Air Force Base for this purpose would 
also require special authorization. The Beninsula Base Command thereupon 
placed the matter in the hands of USCONARC for settlement at a higher Leve1!7? 
Authorization for use of both storage areas was obtained but no atomic 
components were pre-positioned in the Florida area. 


or Alchough aerial resupply was the responsibility of the logistical 
agencies in the forward area, the XVIII Airborne Corps commander and his 
staff had a vital interest in such operations. Plans developed for early 
resupply operations in the objective area called for the airlanding of aerial 
resupply packets through usable airfields captured from enemy forces, but 
precaucions were included to insure that supplies would be forthcoming even 
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if the airlanded operations were initially impossible, XVIII Airborne Corps 
consequently pre-positioned G+12D parachutes and other air items to meet just 
such an emergency situation. A total of 30,782 of these parachutes were pre- 
positioned at 6 different airfields in Florida which were to be used for 
marshalling supplies and equipment for shipment inte the objective area. The 
greater majority of these, 17,500, were stored at Opa Locka Air Force Base,!74 


In order to avoid congestion during the period from D-day to Deplus- 
-days, the Commanding General, Peninsula Base Command, recommended on 8 
November that the First Emergency Resupply Packet be shipped at once to its 
staging base locations. He also recommended that the increments of the 
Automatic Air Resupply be pre-positioned as soon as the First Emergency 
Resupply Packet was complete, Arrival rates for the Air Resupply shipments 
were to be Limited te 1,000 tons per day at Opa Locka Aix Force Base and to 
650 tons a day at each of the other two air bases. Suppties to be pre- 
positioned were those scheduled to gypive at the staging bases during the 
period from D-day to D-plus-3-days. Several days later, he indicated that 
the Army Staging Area Commands at Opa Locka and McCoy Air Force Bases and 
Sanford Naval Air Station had been alerted and were prepared to receive the 
supplies which he had previously requested and expressed the desire chat 
orders be immediately issued so that bis headquarters could begin te call 
the supplies forward from the Overseas Supply Agency in New Orleans. The 
Commanding General, Peninsula Base Command, further requested that the Class 
I portions of the Automatic Aerial Resupply be delivered to McCoy Air Force 
Base on 19 November and that Class ΤΙΣ portions be delivered to Sanford Naval 
Air Station on the same day, Increments AUC and AUE of the First Emergency 
Resupply Packet were to be delivered to Opa Locka Air Force Base on 19 
Novenber. Later that same day τ 13 November ~~ USCONARC directed USARLANT 
Forward headquarters to initiate movements of Class ¥ supplies in Increments 
AUC and AUE of che First Emergency Resupply Packet but held in abeyance a 
decision to aove Class I and IIE supltes, 176 


The Commanding General, U. S. Army Materiel Command, in response to 
Fepeated requests by the Commanding General, USCONARC, agreed to establish a 
Second Emergency Aerial Resupply Packet, the composition of which would be 
identical with that of the First Packet scheduled for Opa Locka Air Force 
Base. New project codes and increment numbers established by the Chief of 
Transportation, Department of the Army, for the Second Packet were Codes AVF, 
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AVG, and AVH and Increments 108, 109, and 110, respectively, The locations 
established for this second packet were Atlanta General Depot for Classes 1, 
IIL and ΤΙΤΑ supplies and Anniston Army Depot for Class V supplies. Supply 
sources: Aclanta and Anniston Depots τα were instructed τὸ hald the 
pertinent supplies for either pick-up or onward shipment as required on a 
selective basis at the call of the Commanding General, 2d Logistical Command, 
through the Chief, Overseas Supply Agency, New Orleans, 177 


Despite the fact that a Second Emergency Resupply Packet had been 
established, the Commanding General, Peninsula Base Command, recommended on 
8 November that two additional complete emergency resupply packets and a 
third partial packet of selected items be established. He wanted an 
additional Emergency Resupply Packet in the vicinity of Port Everglades, 
Florida, which would be identical to that stocked at Opa Locka Air Force Base 
under Project Codes AUA, AUC, and AUE, a step which would permit a further 
distribution of assets in close proximity to both aerial and surface ports. 
Βα wanted another identical packet in the vicinity of McCoy Air Force Base 
to permit a still further disrribucion of logistical assets in close proximity 
to the aerial ports. Wis final recommendation was for the establishment of 
an Emergency Clase II and IV Resupply Point in the vicinity of Port Everglades 
which would be stocked with critical ivems of supply to include high mortality 
repair parts for Signal, Transportation, Aviation, Engineer, and Ordnance 
equipment,1?8 These recommendations were not acted upon prior to the stand- 
down in readiness conditions and the return of all units to their hone 
stations, 


gt tn order to test the reaction capability of supply sources co meet 
emergency resupply requirements, USCONARG held a supply exercise on 15 
November during which some 3,000 tons of supplies were moved to Opa Locka and 
McCoy Air Force Bases and Sanford Naval Air Station. These supplies were 
moved to the designated Army Staging Area Commands in Florida on a very short 
deadline. The three Staging Area Commands conducted a concurrent training 
exercise which began immediately upon arrival of the materiel at their 
respective airfields, The materiel was unloaded from arriving aircraft and 
prepared for outloading according to U. 8. Air Force aircraft configuration 
requirements, The major purpose of the exercise was to test the capability 
of each Army Staging Area Command to handle large tonnages for air shipment 
to overseas terminals. General Powell was gratified with the results of the 
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exercise which showed that each of the three participating commands was 
capable of meeting the supply requirements imposed on them by the Operation 
Plans, 179 


Troop Unit Augmentations 


ΟΝ" τῶν imminence of hostilities caused USCONARG to become aware of 
several areas in which unit augmentation would be neces:ary, particularly 

since such units did not exist in the active Army, A major field was the 
provision for adequate press coverage and efficient field press censorship. 
USCONARC accordingly organized the Ist Press Camp (Provisional) (Combat Area) 
at Fort Eustis, Virginia, on I November 1962. This Press Camp, with an 
aggregate strength of 13 officers, 1 Warrant Officer, and 81 enlisted men, 

was assigned to Headquarters, USCONARC/USARLANT but attached co Headquarters, 
Special Troops, Fort Bustis, for organization, equipping, and initial training. 
The mission assigned to the new unit was that of providing information secvices, 
facilities, and administrative support for accredited news media representatives 
operating with the U. 8. Forces in the objective area. It was also capable of 
providing logistical support -~ to include billecing, messing, and transpor- 
tation -- for up to 200 news media representatives. To prepare for the 
possibility of Field press censorship in the objective area, USCONARC 
recommended that Department of the Army mobilize the 20lst and 210ch Field 
Press Censorship Detachments (USAR) of Lodi, New Jersey, immediately upon 
execution of Operation Plan 316, Five officers with a field press censorship 
HOS -- most of them from units concerned -- volunteered for active duty on 

23 October 1962 and completed all necessary plans and preparations for field 
press censorship, As mentioned above, it was necessary to use reserve 
personnel for this purpose since there were no per. anel or units in the ective 
army with the proper specialization, These actions marked two “firsts” in 

U. 5, Army preparations for eventual hastilities: the first time that such a 
press camp was established prior to the start of hostilities and the first 

time thac ἃ field press censorship system was planned in peacetime ta cover 
future military combat operations, 180 


ων On 6 November CINCLANT directed the Commanding General, USCOWARC, 
to take action to establish a Joint Central Graves Registration Office to 
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support Operation Pian 316, based upon previously published Joint Chiefs of 
Seaff instructions for the operation of such an office. The Joint Centzai 
Graves Registration Office, U, 8. Army Forces, Atlantic Command (JOGROLANT) 
(Peovisional) was organized at Fort Monroe effective 21 November 1962 with 
both GINCNAVLANT and CINCAFLANT furnishing appropriate personnel. This 
organization, with an aggregate strength of five officers, received the 
mission of formating and publishing the plans and procedures required for 
graves registration activities in support of, Operation Plan 316 and for 
implementing those plans at the proper time, 18 


Use of Army Amphibious Capabilities 


Shortly after pre-positioning actions were initiated for USARLANT 
Troop units and after activity was stepped up in the Forward Area, the 
Commander in Chief, Ὁ, S. Atlantic Fleet (CINCLANIFET), informed the Chief 
of Navel Operations of an urgent requirement for three Landing Craft Utility 
(LOU) at the Key West Naval Base to be used for a high priority project 
directed by che Joint Chiefs of Staff, One was required for an indifinite 
basis while the other two were needed for a period of only one week beginning 
2 November 1962. ‘The Department of the Army directed USCONARC to provide 
these LOB's if feasible, despite the fact that the U, 8, Navy was supposed to 
possess an unlimited amphibious capability. For the long term assignment the 
Peninsula Base Command selected the LCU-1573 from one of the units attached 
to the 159th Transportation Battalion (BOAT), Equipment already preloaded on 
this craft had to be off-loaded at Port Everglades and the pertinent equipment 
operators remained there with their equipment for maintenance putposes, The 
Commanding General, Peninsula Base Canmand, pointed out that, since the off- 
loaded equipment was scheduled for arrival in the objective area Deday, the 
craft in question would be required to return to Port Everglades upon orders 
te execute Operation Plan 316 before it could depart for the objective area 82 
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Navy officer, and the Executive Officer was from the Air Force, Two other 
Army officers completed the staff. (2) Msg (USCONARC In N-218464), CINCLANT 
to CINCARLANT, DEG 0621542 Gct 62. (SECRET). In DCSUTR P&O Div files. 
(3) USCONARC GO 131, 21 Nov 62. (OFLUSE). 


182. 
(L) Msg 920834 (USCONARC Zn M-216239}, DCSOPS DA to CG USCONARG, 
DTG 2800232 Oct 62. (SECRET). (2) Msg (USCONARC In N-218931), CG PBC to 
CG USCONARC, DIG 0822472 Nov 62. (SECRET), Both in DCSUTR P&O Div files. 


95 


FOPR-SECRE- 


Establishment of Headquarters, 
Joint Unconventional Warfare Task Force, Atlantic Command 


In fulfilimenc of CINCLANT's desire to have a joinc unconventional 
warfare task force which would be directly subordinate to him, the Commanding 
General, U. 8. Army Special Warfare Center, Fort Bragg, North Carolina, was 
designated as the Commander, Joint Unconventional Warfare Task Force, Atlantic 
Command (COMIUWEFA}, On 23 October he announced his intention to open: a 
Command Post and a Joint Unconventional Warfare Base at Fort Bragg sometime 
in the near future, Initially, he intended to use Opa Locka Air Force Base 
as an Advance Staging Base with the possibility that he might move the 
Unconventional Warfare Base to that same location at a later date, Since his 
contingency plans in support of Operation Plan 316 did not designate Opa Locka 
Air Force Base for that purpose, he requested ail holders of the plan to note 
that he intended to use Opa Locka Air Force Base and not Eglin Air Force Base 
as the site for the Unconventional Warfare Sase. Both Headquarters, Joint 
Unconventional Warfare Task Force, Atlantic Command (JUWIFA), and the 
Unconventional Warfare Base (UWB) were opened at Fort Bragg effective 1600 
bours on 25 October 1962, 183 


JDP-RLAK Act: 


es 


As has been indicated earlier, 1844 pian had been developed for the 
Joint defense of the Florida Keys area in support of CINCLANT's Operation 
Plans for Cuba since he depended, te a certain degree, on the continued 
operation of military installations and facilities located there, Despite 
the fact that the Commanding General, Third Army, bad been designated as the 
commander of the joint task force for the defense of the Florida Keys area 
and that certain troops had been earmarked for chis purpose, CINCSTRIKE 
announced on 23 October that he was reconstituting the General Reserve from 
those forces which had not been committed to CINCLANT’s Operation Plans 312, 
314, and 316. He notified che Commanding General, USCONARC, that no portion 
of this reserve could be moved nor any changes made in unit status without 
prior clearance from his headquarters. CINCSTRIKE included the Ist Infancry 
Brigade of Fort Benning, Georgia,!85 in his reserve, a step which prompted ἃ 
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quick reminder from General Powell that chis particular organization, 
comprised of the 1st Armored Rifle Battalion, 58th Infantry, and the Let 
Battle Group, 29th Infantry, was not part of the STRAC Troop List and, 
therefore, not subject to the control of CINCSTRIRE, Furthermore, this unit 
was already committed to JDP~FLAK and could not be released to CINCSTRIKE for 
Generai Reserve purposes, At the same time, General Powell requested that 
several hospital units and technical service support units be relieved from 
their STRAC designation since he feit that their employment was essential to 
the successful execution of both JDP-PLAR and the Third Aray Support Plan for 
the various CINCLANT Operation Plans. The affected units included four field 
hospitals and eight technical service units, thé preponderance being Signal 
Corps and Transportation Corps. This request wae, in effect, cancelled oa 
the following day when word was received from the Department of the Army that, 
although the implementation of JDP-FLAK was admittedly possible, the plan in 
ite entirety was not necessarily an integral part of CINCLANT Operation Plan 
316. Consequentiy, the Department of the Army considered certain actions in 
connection with the plan 93 e.g., troop deployments, requescs for reserve 
call-ups, and the declaration of an exclusion area -- to be premature, ‘The 
Department of the Army Planning Staff did point out that preparatory staff 
work had been accomplished at that level so that prompt action could be taken, 
i€ and when necessary, on both reserve call-ups and exclusion areas. While 
the pre-positioning of troops for JDP«FLAK was not considered necessary, the 
Department of the Army expressed no objections to reconnaissance by small 
advanced parties from appropriate units listed in the Army Task Force for 
this Defense Plan. 


wer This opinion of the Department of the Army Planning Staff notwith- 
standing, the Commanding General, Third Army τα as the man responsible for 
implementing JDP-FLAK -- informed the Commanding General, USCONARC, that he 
was firmly convinced that the forces involved should be immediately pre- 
positioned and recommended, on 26 October, that he be given the authority to 
position these forces at once. If immediate pre-positioning were not possible, 
he requested authority to posttion the forces in sufficient time to permit a 
proper troop disposition which would enable him to enforce the exclusion areas 
when they were proclaimed, He reminded the USCONARC staff that he would 
require approximately four days to move and close all appropriate forces is 
the Florida Keys area, The Coumanding General, USCONARC, concurred in these 
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recommendations and forwarded them to GINCLANT for appropriate action with 
the Joint Chiefs of Staff. A small advanced party of the Third Aray Group 
responsible for executing JDP-FLAX occupied an advanced command post near 
Key West on 28 October 1962, 187 


© The fears of the Third Army commander in this regard were allayed 
on & November when the Department of the Army extended the alert status of 
the onits comprising the Army Task Force for the defense of the Florida 
Keys from a 12-hour to a 72-hour basis, As a result of this lessening of 
tensions which, in effect, indicated that the possibility of implementing 
JDP-FLAK was becoming more and more remote, Third Army withdrew its advance 
party from the Florida Keys area on 9 November 1962. l 


Air Defense of che Southeastern United States 


oe While actual air defense operations in the continental United 
States were not the responsibility of the Commanding General, USCONARC, he 
did possess the only source of units with which to augment the air defense 
of the southeastern sector of the United States during the Cuban Crisis. 
This situation resulted from the fact that he was responsible for che 
training of all air defense units regatdiess of their witimate assignment. 
Because units in training, as well as units such as school troops and STRAC 
units intended for use outside the continental United States, were under the 
command and operational control of the Commanding General, USCONARC, he 
possessed an adequate source of units for augmentation purposes, 


Immediate HAWK Missile Augmentation 


oo The urgency of the situation by mid-October required che {mediate 
augmentation of air defense capabilities in the Florida area to provide 
additional surface-to-air missile (SAM) defense for Key West military 
installations, On 19 October the Joint Chiefs of Staff informed General 
Powall that they had directed the Department of the Army to expedite the 
operational readiness of the 6th Battalion (HAWK Missile), 65th Artillery, 
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undergoing training at Fort George G, Meade, Maryland, and had additionally 
authorized the Commander in Chief, Continental Air Defense Command (CINCONAD), 
to move it to the Key West area at his discretion, The latter imnediately 
directed the Commanding General, U, S. Army Air Defense Command CUSARADCOM) , 
to take necessary action with USCONARC to deploy the unit as required, } 

Early on the sorning of 21 October the USCONARC commander directed the unit 
to move to Key West, Florida, as soon a§ possible and established a deadline 
ef 0630 hours, 24 October for completion of the move, Since the seriousness 
of the situation called for expeditious movement, all personnel and equipment 
shortages were to he filled after arrival at Key West, The 6th Battalion was 
informed at chis time that its operations would be limited to certain specific 
targets as directed by the Commander, 32d Continental Air Defense Region. 190 


The extreme sensitivity of the situation decreed a high security 
classification for all actions being taken at that time with the result that 
neither the unit itself nor key personnel at Headquarters, Second Army, 
seemed Co sense the urgency of this directed move, USCONARC logistical 
representatives who were dispatched to Fort George G. Meade on 21 October 
discovered that movement plans for the unit were based on an administrative 
move with only the first increment scheduied to depart in accordance with the 
deadline imposed by USCONARC and the final increment scheduled to depart on 
27 October. A further disturbing factor vas a report from the Defense Traffic 
Management Service that the running time between Port George G. Meade and 
Womestead Air Force Base, Florida, wes three days. The USCONARC logistical 
planners decided that, if certain classification restrictions could be 
removed from the pertinent directives, a minimum of two firing batteries 
could be in position at their operational location by 27 October, As a 
result, that portion of the movement orders which would permit rapid movement 
was reduced to the classification "FOR OFFICIAL USE ONLY. To further 
expedite the move the USGONARC representatives directed that administrative 
packing be held to ἃ minimum and that the loading of flat cars begin 
ismediately and continue around the clock, with vehicles and equipment loaded 
im ἃ manner which vould permit rapid deployment. A Port George δ, Meade 
Engineer battalion was detailed to assist in the loading operations. It was 
decided that battery personnel would travel with their equipment in mixed 
trains in order to preserve unit integrity and to speed unloading operations. 
Coordination with the Defense Traffic Management Service succeeded in reducing 
che running time for the mixed trains from 72 to 48 hours with a further 
attempt made to reduce this time to 36 hours. 
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As a result of these actions -~ even though the 6th Battalion was 
ot a STRAC unit and, therefore, not prepared for rapid deployment ~~ an 
advance party arrived at Key West Naval Air Station by 0530 hours on 24 
October and the first firing element arrived two hours later, The 24 Region, 
USARADCOM, planned to use the entire battalion for air defense of the Key 
West and Boca Chica Naval Air Stations. ‘The use of the unit was limited by 
the fact that it did not possess its basie load of miseiles since it was 
still in a training status. The basic load held at Letterkenny Army Depot, 
Pennsylvania, had τὸ be shipped directly from the Depot to the operational 
site in Florida. 19! 


Request for Automatic Weapons Unirs 


ger On 20 October the Commanding General, Tactical Air Command, ὕ, 5. 
Air Porce, experessed a desire to General Powell that Army automatic weapons 
units be used for the air defense of certain airfields in Florida, To meet 
this request, the USCONARC planning staff contemplated the call-up of U, S. 
Army Reserve δῦσα, units for assignment to the U, 8, Army Air Defense 
Command. As an interim measure, the Commanding General, USCONARC, directed 
the Fourth Army conmander to imnediately bring both Battery 8, 59th Artillery 
Battalion (Automatic Weapons), and the Automatic Weapons Training Battery, 
both of which were Air Defeuse School troops, to operational status on an 
austere basis with as much personnel and equipment as possible provided from 
Fourth σὰν resources, The two batteries were to be capable of airfield 
defense and the USCONARC planning staff visualized their initial role as 
being that of “shoot when attacked." Because both batteries were skeletal 
with regards to equipment and personnel, they were not to be immediately 
brought to full TOE strength and authorization, but were expected to attain 
only a minimum capability for self-sustainment and field operations. 

USCOWARC pointed out to Fourth Army that, if these unite were both engaged ia 
a training cycle, every effort should be wade to consolidate the training and 
bring at least one of the batteries to operational status and prepare it for 
movement on a twenty-four hour notice; the second battery vould, in turn, 

be filled on a continuing basis without disrupting training activities. 
Eventually one of the batteries -- Battery B, 59th Arcillery Battalion, 
(Automatic Weapons) -- was used in air defense operations in Florida. ΠΣ 
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Actual and Planned Augmentation 


By 24 October CENCONAD requested the deployment of two additional 
air defense units to the Florida area. The 26 Battalion (NIKE-HERCULES), 
$2d Artillery (Less one battery), provided surface-to-air missile defense for 
Homestead Air Force Base and the contiguous population, while the 8th 
Battalion (HAWK), 15th Artillery, was split, with two batteries defending 
Homestead Air Force Base and one battery each defending Patrick and MacDill 
Air Force Bases, Included in these moves were not only the missile 
battalions proper, but the requisite attached Ordnance and Signal support 
detachments,!94 Since USCONARC had now placed three Air Defense missile 
battalions and a separate automatic weapons battery under the operational 
control of USARADCOM in the Florida area, that command requested USCONARC to 
move the Headquarters and Headquarters Battery, 13th Artillery Group (Air 
Defense), from Fort George ὃ. Meade, Maryland, to Homestead Air Force Base 
as soon as possible, a move previously approved by the Joint Chiefs of Staff. 
Upon its arrival in Florida, the unit was attached to the 2d Region, 
USARADCOM, for operational control, $94 


The Joint Chiefs of Staff were of the opinton thac further 
augmentation would probably be necessary and so queried Department of the 
Army on the availability of additional HAWK and NIKE-HERCULES missile units 
for this purpose, As a result, the Department of the Army requested 
information from USCONARC as to the status of training, personnel, and 
equipment of two HAWK missile battalions -- 8th Missile Battalion, 7th 
Artillery, and the 6th Missile Battalion, 5624 Artillery -- and asked 
whether the training of these units could be accelerated to permit early 
availability, Information was also requested concerning the 4th Missile 
Battalion, 62d Artillery (NIKE-HERCULES), which was then assigned to Air 
Defense School Troops at Fort Bliss, Texas.195 Bur by 3 November, the Joint 
Chiefs of Staff informed the Commander in Chief, Continental Air Defense 
Command, that further air defense augmentation in the Florida area was not 
then considered necessary but, ££ circumstances should change, the two HAWK 
battalions mentioned above could be made available, although they were 
scheduled for overseas deployment upon completion of their training cycle. 
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Consequently, on 6 November the Department of the Army directed that the 
deployment of the two HAWK unite be held in abeyance, a hold order which 
would be reviewed in a week's time. The 6th Missile Battalion, 5624 
Artillery, was released from this temporary hold status on 9 November and the 
Commanding General, USCONARG, was authorized co deploy the unic overseas in 
accordance with previously approved movement plang. 


NIKE-HERCULES Operations 


ws The 24 Missile Battalion, 52d Artillery (NIKE-HERCULES), had been 
shipped to Florida minus Battery B since that element of the battalion had 
just returned from a specialized mission in the South Pacific in support of 
the U, 8. Atomic Energy Commission and time was needed to demodify its equip- 
ment for normal use in air defense operations, On 4 November, the Commanding 
General, USARADCOM, requested deployment of Battery B to the Homestead-Miami 
area by the fastest means available, pointing out that this move had already 
been approved by the Joint Chiefs of Staff. General Powell, in turn, 
directed Fourth Army to move the battery by the most expeditious means but 

to first complete demodification of the unit's equipment. Before the required 
demodification could be completed -~ and this was twelve days after USARADCOM's 
request for immediate movement τ the Joint Chiefs of Staff took under 
consideration certain recommendations for the area by the Commander in Chief, 
Continental Air Defense Command, and pending a decision, the Commanding 
General, USARADCOM, cold che USCONARC commander to neither load nor move 
Battery B until receipt of further ingtructions,!97 These instructions were 
not received prior to the directed stand-down in readiness conditions, and 

the battery was never moved despite the fact that the remainder of the 
battalion was indefinitely retained in Florida. 


wr Within the Florida defense area, the 13th Artillery Group (Air 
Defense) sought to improve its NIKE-RERCULES capability by recommending che 
transfer of one firing battery of the 2d Missile Battalion, 528 Artillery, 
from Homestead Air Force Base to Key Largo. The estimated construction costs 
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for the new eite -- to include site preparation and erection of radar towers ~~ 
was estimated at approximately $45,000.198 This project was neither funded 
nor initiated prior to the stand-down in readiness and roll-up of troops at 
the end of November, at which time it became the responsibility of che 
Continental Air Defense Command, 


By mid-November improved enemy capabilities in the communications 
and electronics fields led to a decision by USARADCOM to move two improved 
NIKE-HERCULES Integrated Fire Control (IEC) sets from the MacGregor Miestle 
Range, New Mexico, to Homestead Air Force Base. These sete, which had anti~ 
Jan display modifications were intended to replace the basic Integrated Fire 
Control sets of two of the firing batteries at the Plorida Locations. 

Several problems arose in connection with this proposed transfer, the chief 
of which was the curtailment of training activities at the MacGregor Range 
due to the lack of fire control equipment. To solve this problem, USARADCOM 
proposed a complete exchange of the equipment in question, with that then in 
use in Florida being sent to New Mexico as the alternate equipment was 
received, However, there still remained the problem of msintaining the new 
equipment. USCONARC furnished USARADCOM with a new Prescribed Loads List 

and Authorized Stockage List for the Ordnance Direct Support Detachment 
supporting the NIKE-HERCULES battalion, USARADCOM, on the other hand, agreed 
to furnish qualified operator-trainers to conduct on-the-job training, as well 
as first and second echelon maintenance personnel te augment the two batteries 
of the missile battalion which would be using the new equipmenc, an expedient 
which would enable the two batteries to operate with an improved missile 
capability at the earliest possible date. The 200th Ordnance Detachment 
(General Support), attached to the 2¢ Missile Battalion, 524 Artillery, did 
have the capability but not the field maintenance equipment to provide third 
and fourth echelon maintenance on the equipment {n question. Since the 
equipment was scheduled to arrive in Florida on 30 November, the personnel 
were shipped so as to artive on 1 December at the very time that USCONARC was 
returning all Operation Plan 316 units to their home stations. 
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OPERATIONAL AND PLANNING PROBLEMS AND THEIR SOLUTIONS 


ay One of the major guidelines used by the military historian is the 
principle of the leading problem, Basically, all military actions and 
decisions can he considered as attempts to cope successfully with problems τα 
problems which ate inherent in the very fact that an organization or command 
must perform a mission within ἃ framework of limiting conditions and 
circumstances. Problems exist at all levels and since the decision of one 
commander must be carried out by another, they are interrelated at all levels. 
The major problems which concern us here are those which bad to be solved ἐξ 
USCONARC was to carry out its assigned missions, Some could not be solved at 
the USCONARC level; others were solved at Lower echelons with the approval 
and concurrence of the USCONARC commander and staff. Many were caused by ἃ 
conflict of comand and control at higher levels, and these, understandably, 
had to be settled at that level. In addition, the importance of some was 
exaggerated by the USCONARC staff; others were minimized. Yet their 
resolution was just as important particularly in view of the impending 
tactical assault on che island of Cuba which USCONARC was expected to 
accomplish successfully, The urgency of the situation, the shortness of the 
reaction time frame, the presence of Soviet military capability on the island 
of Cuba, all seemed to further intensify the importance of problems which 
plagued the actions of USCONARC and its subordinate comands, 


Gonflice of Plans and Exercises 


Conflict of CINCLANT's Operation Plang 312 and 316 


ΦΕΥ͂ ἃ conflict between the reguirements of USAFLANT under CINCLANT's 
Gperation Plan 312 and USARLANT under CINCLANT's Operation Plan 316 dictated 
the elimination of MacDill and McCoy Air Force Bases as Intermediate Staging 
Bases for troops comprising the Air Echelon of Operation Plan 316. The U. 8. 
Air Force offered Tyndall and Eglin Air Force Bases as substitutes. This 
change was personally directed by Admiral Dennison, Commander in Chief, 
Atlantic, on 17 October 1962 at ἃ conference attended by representatives of 
the U. 5. Air Force Tactical Air Command and XVIII Airborne Corps, Planning 
for the air movement of tactical troops was supposedly carried out on the 
basis of this change. According to the VIII Airborne commander the 
substitution of Tyndall and Eglin Air Force Bases for MacDill and MeCoy 
resulted in a recomputation of air movement schedules for the seven-day 
version of Operation Plan 316, and none for che five-day version,200 Yet on 
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26 October, the Commander in Chief, ὕ, 8. Air Forces, Atlantic, pointed out 
that a conflict would possibly still exist if Operation Plan 312 and pre- 
positioning actions under the seven-day version of Gperation Plan 316 were 
simultaneously executed, CINCLANE once again directed the Commanding General, 
USCQNARC, to review plans for the use of McCoy Air Force Base, 292 


ge) These factors notwithstanding, Third Army had already established 
Aray Staging Area Commands to be used under OPLAN 316 at both MacDill and 
McCoy Air Force Bases some two days eariier “τ 24 October, After-action 
reports of the Army Scaging Area Commands at both locations give no indication 
of any conflice with their Air Force hosts nor any conflict in any actual 
operations or plans, In facet, McCoy Air Force Base was selected as one of 
the major staging areas for Airborne troops during Exercise SUNSHADE Nr. 
MacD{1! was also used to stage forces of the lst Battalion, 3034 Infantry, 
during the same exercise, In addition, McCoy Air Force Base was used to pre- 
position some 7,200 each cargo parachutes and cargo containers for aerial 
resupply operations and approximately 1,500 short tons of Classes IEE and ΙΣΙᾺ 
supplies,403 So in fact, the conflict seemed to exist more on paper than in 
actual practice since Exercise SUNSHADE Nr. 1 used the same airfields that 
these troops would have used in mounting the invasion of Cuba if Operation 
Plan 316 had been executed. Thus, by mid-November, USCONARC and XVIIT 
Airborne Corps were still planning to use MeCoy Air Force Base to its full 
capacity as a staging area for Airborne troops despite the Ὁ, 8. Air Force 
opinion that the two plans would be in conflict at that lecation, 


202 


Qperation RAPID RoaD 


y During the month of October 1962 the myriad responsibilities of the 
nanding General, USCONARC, led to the assignment of his subordinate troop 
units to several operational missions <= actions which had distinct bearing 
pon big ability to react quickly under Operation Plan 316, Operation RAPID 
ROAD was an exercise in support of a U. S. Federal Court Order co desegregate 
the University of Mississippi at Oxford, Mississippi. Public disorders 
accompanying the registration of a Negro student for the beginning of the Fall 
Semester led the appropriate U. 8, Government officials to deploy Federal 
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troops into that area, an operation which during the early part of October 
involved the use of forces earmarked for participation in Operation Plan 316. 
In addiction, on 1 October Department of the Army designated Lt Gen. Hamilton 
ἢ, Howze, Commanding General, XVIII Airborne Corps, as field commander at the 
scene of the Oxford operations, General Howee was already the designated 
Interim Army Task Force Commander to furnish planning assistance to CINCLANT 
with regard to the area surrounding Cuba. He was reljeved of the coumand 
responsibility at Oxford, Mississippi, on 10 October, 


Units involved in Operation RAPID ROAD during the first part of 
Gccober -- at the very time that preparations for implementing CLNCLANT's 
Operation Plans were getting underway ~~ included 5 battle groups each from 
the 62d and 10st Airborne Divisions, 2 battle groups from the 2d Infantry 
Division, and 3 Military Police battalions, By 10 October, however, the 
Oxford situation had so quieted that the major combat units had already been 
redeployed to their home stations. So ic was that when the Coumanding General, 
USCONARC, in preparing for implementatfon of Operation Plan 316, directed the 
return of all USCONARC units to their home stations on 17 October (with the 
exception of those involved in Operation RAPID ROAD and certain designated 
exercises) only two of the three Military Police battalions still remained at 
Oxford, Mississippi, While these latter units were earmarked for partici- 
pation in Operation Plan 316, their retention at Oxford did not present a 
major problem for USGONARC, Within the next few days, moreover, the 520th 
Military Police Battalion and all but two companies of the 716th Military 
Police Battalion were returned to their home stations in order that they 
might couplete directed actions prior to implementation of Operation Plan 
316, 


On 21 October the Commanding General, XVIII Airborne Corps, 
specifically requested the return of the two remaining companies of the 716th 
Military Police Battalion to their home station. He reiterated that these 
units were on the Troop List for Operation Plan 316 and should be returned to 
theic home station as soon 85 possible in view of the imminence of hostilities. 
Despite the urgency of the situation, USCONARC did not forward this problem 
to Department of the Army for solution until seven days later. At that time, 
USCONARC pointed out that not only would these two Milicary Police companies 
soon complete a one-month tour of duty at Oxford making them eligible for 
rotation, but also they were needed to support Operation Plan 316, Replacements 
would be difficult to find, as the 720th Military Police Battalion at Fort 
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Hood, Texas, the 5036 Military Police Battalion at Fort Bragg, North Carolina, 
and the $04th Military Police Battalion at Fort Lewis, Washington, were all 
included in the Operation Plan 316 Troop List. As an expedient based on the 
needs of the particular period, the Commanding General, USCONARC, recommended 
that the two Military Police companies at Oxford be replaced by augmented 
Infantry companies which could well come from School Troops at both Fort Sill, 
Oklahoma, and Fort Knox, Kentucky, In fact, tentative plans developed by 
USCONARC called for the Fort Sill School Troops to raplace one of the Militery 
Police companies on 6 November and the Fort Knox School Troops to replace the 
other company on or about 20 November. The Department of the Arny iamediately 
vetoed this expedient and directed that the Military Police companies at Oxford, 
Mississippi, would only be replaced with other Military Police companies and 
thae the Oxford requiremenc cook priority over Operation Plan 316,708 


- The USCONARC staff subsequently developed a replacement schedule on 
ἃ continuing basis using the 66th Military Police Company, Companies A, B, and 
Ὁ of the 716th Military Police Battalion, and Companies A and B of the 720¢h 
Military Police Battalion, rotating each after a one-month tour of duty. This 
schedule brought an immediate protest from che Comnanding General, Fourth Army, 
who pointed out chat Company A of the 720th Military Police Rattation and the 
66th Military Police Company were scheduled for early deployment under 
Operation Plan 316. The matter of returning these units from their duty 
station at Oxford, Mississippi, to their home stations for preparation and 
deployment under Annexes M and ἢ, vespectively, of Operation Plan 316 would 
invoive unworkable time-space factors. Fort Chaffee, Arkansas, furthermore, 
would face the loss of all Military Police support during the absence of the 
66th Military Police Company. Company B, 720th Military Police Battalion, on 
che other hand; was programmed for later deployment under Operation Plan 316 
on a schedule that could be met even if it were located at Oxford, Mississippi, 
when alerted for movement. He reiterated that the Commanding General, Fort 
Sill, Oklahoma, was still prepared to furnish a provisional Military Police 
company (Infantry) as had been recommended to Department of the Army by 
USCONARC, The Fourth Army commander therefore recommended that Company B, 
720th Military Police Battalion and the Provisional Military Police Company 
(infantry) from Fort Sill be used to replace the two companies of che 716th 
Military Police Battalion on 12 and 19 November, respectively. The designation 
of che unit to report for duty on 12 December should be withheld until 
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approximately 1 Pecember when a decision could be made which would be based 
on the urgency of the situation at that time. In justifying this recommen- 
dation, he pointed out that it would permit two high priority units to meet 
the deployment schedules demanded by Operation Plan 316 and would leave 
necessary Military Police support at Fort Chaffee, pending implementation of 
the Operation Plan, 207 


oe At the same time, the Commanding General, Fourth Army, pointed out 
that the situation would become even more serious if and when Operation Plan 
316 were implemented, Execution of that plan would strip Fourth Army of all 
TOE Military Police unics with the exception of the 5024 Military Police 
Company of the 2d Armored Diyision which, in turn, was committed to USCONARC 
Operation Plan 520. Particularly critical areas would be Fort Chaffee, 
Arkansas, and Fort Hood, Texas, where there would be no Military Police 
support of any kind, and Fort Polk, Louisiana, where the TD Military Police 
unit was only 25 percent of its authorized strength, a situation which would 
persist until either Army Reserve or Ara National Guard units were called 
to active duty under mobilization plans, 208 


(0) Lessening of the urgency of the situation by mid-November rendered 
chis whole problem Less acute and the stand-down in readiness and recurn of 
units to their home stations beginning on 1 December permitted USCONARC to 
proceed with the original schedule. 


Exercise THREE PAIRS 


In addiction to his operational responsibilities as Commanding 
Seneral, USCONARC, General Powell, in his capacity as Commander in Chief, 
ἃ, 8. Army Forces, STRIKE Command (CENCARSTRIKE), was responsible for pro~ 
viding those Army troops subordinate to USCONARC to meet the requirements of 
the Commander in Chief, U. 5. STRIKE Command (CINCSTRIKE). This responsi- 
bility had a definite bearing on the ability of the Commanding General, 
USCONARG, to react τὸ Operation Plan 316, For example, a major CINCSTRIKE 
training exercise -- Exercise THREE PAIRS -- was scheduled for the vicinity 
of Fort Hood, Texas, during the Latter part of October 1962. As it eventu- 
ally evolved in the planning stages, Exercise THREE PAIRS was a 7-phase 
exercise consisting of ἃ pre-exercise phase, 3 field training exercise (PTX) 
phases of approximately 3 days duration each, 2 live-fire phases of 24-hours 
duration each, and a post-exercise phase. During each FIX phase, a brigade 
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of che Ist Armored Division was co maneuver against a combat command of the 
2d Armored Division on the military reservation at Fort Hood while the 
remaining commands of the two divisions undezwent Command Post Exercises (CPX), 
Each Joint Task Force (JTF) was scheduled to participate in 1 of the 2 λίνον 
fire phases through the use of either 2 brigades or 2 combat commands. Each 
brigade and,ggmbat command of the two divisions was scheduled to rotate through 
this cycle. This exercise had just begun when the Joint Chiefs of Staff 
directed the Commanding General, USCONARC, to bring the units contained in the 
Task Organization for Operation Plan 316 to the highest state of readiness for 
possible implementation of the plan. General Powell began immediate negoti- 
ations with General Adams, CINCSTRIKE, to release the appropriate units. 
General Adams agreed on 18 October to release these units provided that their 
withdrawal would not cripple the exercise. General Adams further announced 
that he did not intend to cancel Exercise THREE PAIRS because of the danger 

of widespread speculation as to the reasons for euch cancellation and the 
possible compromise of strategic surprise, particularly in view of the wides 
spread publicity which the land acquisition for this exercise had received, 210 


In addition co the two Armored divisions, Exercise THREE PAIRS 
involved a number of other units which were contained either on the Troop 
List for Operation Plan 316 or on the Third Army Support Plan Troop List. 
Concurrent with his negotiations with General Adams, General Powell directed 
che Commanding Generals, ILL Corps and Fourth Army, to prepare plans to return 
these units to their home stations on twelve-hour notice. This directive 
brought an immediate reaction from CINCSTRIKE who felt that his command 
prerogatives were being infringed upon. He informed the Commanding General, 
USCONARC ~~ within a matter of four hours after the USCONARC directive had 
been issued -- that he was concurring with this directive for planning 
purposes only, but requested that the Fourth Army comander be instructed to 
keep the planning under close surveiliance. He further pointed out that he 
was responsible for providing forces for operations by other unified commanders 
only at the direction of the Joint Chiefs of Staff. Consequently, he desired 
that the utmost care be taken by the Commanding General, USCONARC, chat no 
units or elements be ordered home from Exercise THREE PAIRS unless either 
directed by him or cleared with him in advance of issuing orders, regardless 
of the source of directives received by USCONARC, This stand on command 
prerogative, which seemed rather surprising coming on the heels of his 
agreement with General Powell just a few hours earlier that he would 
immediately release the units in question, could have slowed up preparation 
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of the forces which were sched: :d for early introduction into the objective 
area had Operation Plan 316 been implemented, 211 


By this time, the first of the PTX phases had been completed and 
the second was already begun, The Joint Chiefs of Staff entered the picurure 
late in the day on 20 October when they directed CINCSTRIKE to immediately 
release from the exercise all Army and Air Force units required for 
implementation of CINCLANT's Operation Plans 312, 314, and 316. They further 
directed CINCSTRIKE to continue Exercise THREE FAIRS as previously scheduled 
but on a reduced basis until 27 October 1962 in order to provide a cover for 
the pertinent contingency plans, While the Joint Chiefs of Staff recognized 
the fact that training benefits to be derived from the exercise would be 
seriously curtailed, it was felt that the urgency of the situation far our~ 
weighed any training advantages of a large-scale maneuver.*!2 With this 
authority as backing, the Commanding General, USCONARC, requested the Commanding 
General, U. 8. Air Force Tactical Air Command end the Commanding General, 
Fourth Army, to take inmediate steps to return the units in question to their 
home stations. USCONARC at that time established air priorities for the 
shipment of units in the event that sir lift was not available in sufficient 
quantity to move all units to home stations in less time than by surface 
seane.203 


A further complication arose in that most of the Fourth Army units 
which were subject to the provisions of Logistical Pian DEUTSCHMARK for on- 
station transfers of equipment were also participacing in Exercise THREE PALES. 
Although the Commanding General, Fourth Army, felt that the total requirements 
for Task Force CHARLIE could be provided from assets available at Fort Hood, 
regardiess of current unit assigament, he did face problems. Because of a 
recent decision te eliminate Combat Command C, 24 Armored Division, from Task 
Force CHARLIE and substitute a comparable force from the ist Armored Division, 
he was hampered in implementing Logistical Plan DEUTSCHMARK until he knew che 
composition of the Ist Armored Division forces which were allocated to the 
task force. In addition, he pointed out that many items of communications 
equipment and vehicles belonging to units assigned to Operation Plan 316 were 
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being used by the umpires and the Joint Task Force headquarters in support of 
the exercise. Authority to return this equipment to owning units had to be 
given concurrently with the release of those units for return to their home 
stations, 


we In actual practice Exercise THREE PAIRS began as scheduled and 
progressed sdecessfully through the first pair and into the second pair of 

the FIX phases, The Commander in Chief, USSTRICOM, terminated the second 

pair on 20 October, one day earlier than planned, when he received the 
directive of the Joint Chiefs of Staf€ to return Operation Plan 316 units to 
their home stations. Contrary to the directive of the Joint Chiefs of Staff 
that he continue the exercise on a reduced scale until 27 October, he cancelled 
the third pair (PIX), The withdrawal of Air Force support and 158 Armored 
Division units made the continuance of the exercise impracticable, τὸ say the 
teast, 215 


Exercise SHORELINE 


Exercise SHORELINE had been planned as a joint Army-Navy-Air Force 
exercise to be conducted im the Puget Sound area of the state of Washington at 
the same time that Exercise THREE PAIRS was being held in Texas. Major Army 
units participating in this exercise were the 4th Infantry Division and the 
24 Logistical Command, The concept of this exercise envisaged the tactical 
landing of Joint Amphibious Task Force followed by a larger Land operation, 216 
Late on 21 October, the Joint Chiefs of Staff issued instructions to the 
Commander in Chief, USSTRICOM, similar τὸ those issued the day previous in 
connection with Exercise THREE PAIRS, the imiediate release of any Army, Navy, 
and Air Force units required for possible implementation of CINCLANT's Operation 
Plans 312, 314, and 316, As was the case with Exercise THREE PAIRS, the Joint 
Chiefs of Staff authorized him to continue Exercise SHORELINE at his discretion 
on a reduced basis through 27 October in order to obtain any training benefits 
which might accrue,?!? At che time that this directive was issued, the 4th 
Infantry Division was responsible for furnishing a division headquarters and 
a brigade as part of the Floating Reserve for Operation Plan 316. On the 
following day, however, a decision was reached that the 4th Infantry Division 
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should be released from Operation Plan 316 and assigned to Operation Plan 520, 
This factor relieved CINCSTRIXE from the necessity of releasing that portion 
of the 4th Infantry Division from participation in the exercise. Later 
decisions by the Joint Chiefs of Staff reconsidered the use of the 4th 
Infantry Division for Operation Plan 316, but by that time the exercise had 
been completed. 


Qperstion LONGTHRUST VI 


i A series of LONGTHRUSE operations had been initiated as a somewhat 
modified Operation GYROSCOPE to rotate battle groups between the Continental 
United States and U, 8, Army, Europe (USAREUR). Battle group equipment and 
supplies were left in place at both stations while personne! vere airlifted 
between che United States and Europe. Since the battle groups selected for 
this purpose were still organized under the ROCID concept, units of the Sth 
Infantry Division (Mechanized), organized under ROAD, could aot be used as 
substitutes because of equipment incompatability. In mid-November the 
Commanding General, Fifth Army, reminded USCONARC chat the ist Battle Group, 
28th Infantry, lst Infantry Division, was assigned to Operation LONGTHRUST VI 
with a cotation date to ὕ, 5, Army, Europe (USAREUR) scheduled for early 1963. 
Because this unit was assigned to the Surface Echelon of Operation Plan 316, 
Fifth Army commander recommended that it be released from its assignment to 
Operation Plan 316 no Later than 15 December 1962 in order to permit sufficient 
time for preparation and pre-deployment leaves prior to rotation. Due to the 
organizational differences indicated above, he also recommended that comparable 
units of the Sth Infantry Division (Mechanized) not be used as a replacement 
on the Operation Plan 316 Troop List for the ist Battle Group, 28th Infantry. 
Since units of the 5th Infantry Division (Mechanized) were the only assets 
available to the Commanding General, Fifth Army, he further recommended chat 

4 replacement be obtained from other than Fifth Army resources until such time 
ag the 2d Battle Group, 12th Infantry, completed its rotation move and attained 
a readiness posture for Operation Pian 316.2719 The stand-down in readiness of 
forces and the return of units to their home stations at the beginning of 
December lessened the urgency of this situation. 


Training Problems 


New Weapons Training Requirements 


of Units assigned to the Troop List for Operation Plan 316 generally 
were considered as being operationally ready insofar as training was concerned, 
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The units would have to be capable of using their equipment, weapons systems, 
etc,, if and when they tock part in combat operations in Cuba. Despite this 
fact, the let Armored Division commander informed the Coumanding General, 
USCONARC, on 20 November that he had just received the first thirty-six of 
their authorized 90-mm, M-67 recoilless rifles, and while his organization 
would be expected to use these weapons in any possible actions in Cuba, 
training ammuniticon was not made available along with che weapons. The ist 
Armored Division did request the Commanding General, Fort Benning, Georgia, 

to provide an M-67 Recotliess Rifle Instruction Team for ἃ three-day pertad 
to assist in familiarizing the division personnel with the new weapons, 222 
Familiarization instruction was completed before the departure of the division 
from Fort Stewart in December 1962. 


Effect Upon School Training 


ver At the time chat USCONARC was officially notified of the impending 
crisis, many of its units were shore certain items of equipment due to a 
requirement to pre~position like items of equipment in Europe to support ἃ 
two-division augmentation force (including ten supporting unite), a measure 
taken to insure ἃ capability for rapid reinforcement of U. 8, Army, Europe. 
4s a result, corrective action had to be taken in arder to bring the units 
assigned to Operation Plan 316 to a proper state of readiness, including 
transfer of equipment from Service Schools, Training Centers, and those unite 
which vere not earmarked for Cuban operations, The transfer of equipment 
yas completed within a very short time in accordance with previously prepared 
plans -- chiefly Logistical Plan DEUTSCHMARK -- thus insuring USCONARC! s 
ability te cope with the situation. As a result of this equipment transfer, 
training in many of the service schools was hagpered to a certain extent but 
not to the point where it had te be suspended, 22! 


Fiscal Problems 


om Once alerted co the Cuban Crisis, the Commanding General, USCONARC, 
made every effort to attain the teadiness posture required of his comand 
regardless of fund availability, He told his subordinate comuanders on 23 
October that a lack of funds would mot handicap actions which were necessary 
to attain that readiness posture, From a fiscal standpoint, this Command 
was fortunate in that the Cuban Crisis occurred relatively early in the 
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fiscal year. Although che Command was given authority to exceed its budget 
programs, the actual costs of the operation were financed by funds progranned 
for essential normal operations during the Latter portion of the fiscal year, 
a policy which obviously impaired che accomplishment of approved programs 
upon which the future combat readiness of USCONARC depended. If an emergency 
occurred in the latter portion of the fiscal year, this policy certainly 
would not work, Based on guidance from the Department of Defense the 
subordinate-comuanders vere directed to maintain a record of all costs 
associated with the Cuban Crisis, Such records were necessary to effect 
adjustments in the funding program and support requests for supplemental 
funding. Sources for replacement of the funds used and revisions to USCONARC's 
Annual Funding Program had not yet been decided upon at the beginning of the 
second half of FY 1963, It is significant that the entire crisis passed with 
no provision being made by the Department of Defense to fund the actions 
required of USCONARC to support the appropriate contingency plans. 222 


Logistical Problems 


(3) By far the greatest number of USCONARC's problems concerned 
logistical support, Without the proper equipment, transportation, mainte- 
nance, ete., the tactical units would have had a more difficult time in 
successfully accomplishing the actions required of them under the appropriate 
contingency plans. 


fondition of Key West Road Net 


2 As was indicated earlier in this study, the Key West area of 
lorida would play a dominant role ἐξ any of CINCLANT's various contingency 
plans for Cuba were impiemented, The importance of this area had led to the 
development of the Joint Defense Plan, Florida Keys Area (JDP-FLAK), Ss a 
matter related to this plan, the Washington, D, G., office of the Federal 
Bureau of Public Roads advised the Department of the Army on 9 November that 
the condition of the highways leading to Key West, Florida, was extremely poor, 
ΟΕ particular significance was the seven-mile bridge between Knight Key and 
Bahia Honda Key which, because of its reported critical condition, might or 
might not be able to carry the loads intended under emergency conditions. 
Imposition of load limits or the complete closing of the highway co loaded 
trucks would have s significant effect upon the capability of USCONARC τὸ 
defend the Florida Keys area, On 11 November a Corps of Engineers officer 
assigned to Headquarters, USCONARC, accompanied by ἃ representative of 
Headquarters, USARLANT Forvard, inspected the bridge and found it to be 
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structurally sound and capable of carrying all the equipment scheduled to 
Rove actoss it. With controlled one-way traffig, it was capable of carrying 
military classification loads up to fifty tons.443 


Equipping the Ist Armored Division 


ow Amore immediate problem in the field of logistics was created when 
Headquarters, USCONARC, relieved the 2d Armored Division of its assignment to 
Operation Plan 316 and substituted che ist Armored Division in its place. 

The latter division, organized under the ROAD concept, had not yet reached a 
stage of equipment readiness which would permit it to carry out 2 combat 
mission. The 2d Armored Division, on the other hand, was fully equipped but 
because of its ROCAD organization was committed to support Operation Pian $20-- 
Reinforcement of Ὁ, 8, Army, Europe (USAREUR). On 22 October, the Commanding 
General, USCONARC, authorized Fourth Army to use the equipment assets of che 
2d Armored Division, insofar as this was possible, to equip the Ist Armored 
Division, Because the equipment for the implementacian of Operation Plan 520 
was already pre-positioned in Europe, the 2d Armored Division would need to 
retain only its authorized Minimum Equipment for Training Requirements, Only 
equipment assets, and not personnel, were to be used to bring the lst Armored 
Division to operational readiness status. The Commanding General, USCONARC, 
further directed that, because of its assignment to another contingency plan, 
the equipment assets of the 24 Armored Division could not be used for 
equipping units other than the Ist Armored Division. 424 


Vehicle Shortages 


ΟΥ̓ By mid-November the Commanding General, Third Army, notified 
USCONARC that equipment transfers had created a critical shortage of one- 
quarter ton vehictes ac Fort Bragg, North Carolina, even though equipment 
assets had been sufficient to supply the need of Third Army units assigned 

to Operation Flan 316. fven upon completion of rebuild activities, Fort 
Bragg would still be fifth vehicles short of satisfying STRAC unit require- 
meats, Moreover, transfer of equipment under Logistical Plan DEUTSCHMARK had 
reduced the equipment assets available for non-committed STRAC units at that 
installation and reduced their capability to teact to other contingency plans. 
As a result, units assigned to Operation Plan 316 desired to be supplied with 
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Hewemodel M-1S1 vehicles in lieu of the discontinued M38Al which had been 
supplied them under Logistical Plan DEUZSCHNARK, The Commanding General, 
Third Army, requested lomediate action to provide a total of fity M-151 
vehicles with major share going to Headquarters Detachment, XVIZI Airborne 
Corps, and Headquarters Battery, Corps Artillery, The M-3841 vehicles made 
available as a result of this action vould then be distributed to fill 
existing shortages in other STRAC units located at that instatiation.225 


Requirements for Basic Loads of Ammunition 


wa At the time when units assigned to Operation Plen 316 were being 
prepared at home stations for pre-positioning actions and for possible 
implementation of Operation Plan 316, the Commanding General, USCONARC, 
directed that all participating units would be required to have on hand their 
full basic loads of Class Υ requirements to include Chemical items, By mid- 
November, however, the Peninsula Base Command became concerned over the 
adequacy of basic loads of ammunition for Task Force CHARLIE, the first 
element of the Surface Echelon scheduled for entry into the objective area. 
The Peninsula Base Command particularly questioned the sufficiency of seventy- 
five rounds per tank for five days of combat operation in the objective area. 
They pointed out that the situation might become even more critical if 
automatic air resupply were delayed for any reason, Consequently, the 
Commanding General, Peninsula Base Command, recommended that USCONARC 
thoroughly study this problem and take action to increase substantially the 
basic load of ammunition for tanks. This quescion was still under study at 
USCONARC and Department of the Army levels at the time that the unite in 
question were returned to their home stations. 


Provision of 585-118 Missiles 


ΩΣ One problem which assumed some measure of importance because of its 
international aspects was the fact that units assigned to Operation Plan 316 
were expected to use the S8-11B Anti-Tank Missile which was produced by the 
French Government, At the time that the Cuban Crisis occurred, stocks of the 
missile were in short supply when compared to combat requirements. Since 
procurement of these missiles was an international transaction and subject to 
the regulations concerning the outflow of gold, approval of the Department of 
Defense was required before procurement action could be initiated. The ὕ, 8. 
Aray Materiel Conmand informed USCONARC on 16 November 1962 chat the 
Comander in Chief, European Command, had received information from the French 
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Government that 700 such missiles could be made available from French Aray 
stocks, The transaction, however, was also dependent upon approval by the 
French Ministry of Defense. The U. 5, Army Matericl Command initiated action 
at once to obtain Department of Defense approval for procurement of some 660 
of these missiles, with procurement action to be implemented as soon as 
approval was obtained. By mid«November the U. 8. Army Communications Zone, 
Europe, had not provided any information concerning the production capability 
of the French Government for a follow-on supply of these missiles which would 
be necessary if combat operations were initiated under Operation Plan 316.227 
The slowness with which such international transactions move prevented the 
receipt of any of these missiles prior to the stand-down in readiness con- 
ditions and return of the units to their home stations. 


Turn-Back of HAWK Missiles 


A problem which could have been of greater significance to defense 
of the Florida area concerned the basic load of HAWK missiles for the 6th 
Missile Battalion (HAWK), 65th Artillery, directed to move to the Florida Keys 
as early as possible beginning on 24 October. This unit was required in the 
southern Plorida area to provide Surface-to-Air Missile defense against ait 
attacks from the island of Cuba, Because it was still engaged in its training 
cycle, the unit's basic Load of missiles was stored at the Letterkenny Army 
Depot, Pennsylvania, Orders directing the move of che unit called for ship- 
ment of the missiles from the depot direct to the operational site. Shipment 
was made by commercial tractor-trailer rather than by military vehicle; 
despite the urgency of the situation and the fact that the shipment was 
classified in nature. Three of the trucks were stopped at the first truck 
weighing station in Virginia -- just south of Alexandria ~~ because of a 
2,000-pound overload, and the Virginia State Police thereupon directed the 
trucks to retura to Letterkenny Army Depot for reloading. This return of the 
trucks to Pennsylvania caused a seven-hour delay in the dispatch of the 
critical missiles from the Army depot at a time when the situation was so 
urgent that USCONARC was using every available means to get the unit's firing 
batteries into position as quickly as possible, this would not have happened 
if the loads had been under military control ag an on-site adjustment could 
have been made with the Virginia State Police, 228 
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POL Fuel Support Problems in the Objective Area 


ea The original provisions of Operation Plan 316 for POL support 
capabilities called for Air Force KB-50 tanker planes to move fuel from 
Charleston, South Carolina, to the objective area, USCONARC representatives 
met with their US Air Force Tactical Air Command counterparts to review the 
situation and to make further arrangements to improve such support capa+ 
bilities. The first move was to change the origin location for these sorties 
from Charieston to MacDill Air Force Base, Florida. In addition, an alternate 
contingency plan was developed to be used if ΚΒ-80 tanker aircraft were not 
available for this purpose, The alternate plan provided for the use of C-130 
aircraft in Liew of the KB-50, with seven collapsible 500-gallon containers 
mounted in each substitute aircraft and a manifold system provided for the 
rapid loading and unloading of fuel. This alternate method of delivery 

would increase the planned daily sorties from twenty (KB-S0 aircraft) to 
twenty-six (C-130 aircraft), The major reason for this alternate plan was 

the fact that the C-130 aircraft possessed a shocter take-off and landing 
capability, thus permitting the use of ἃ greater variety of airfields in the 
objective area, 


we 4s a result of this conference and the subsequent arrangements 
with the U, 8. Air Force, the 0. 5, Army Petroleum Center relocated the pre- 
positioned bulk POL supplies -- mainly moter gasoline -- to MacDill Air Force 
Base to support either the prime operation using KB-50 Tanker Aircraft or the 
alternate operation using C-130 aircraft. Ar the same cime, the USCONARC 
Deputy Chief of Staff for Logistics directed the movement of one hundred 
500-gallon collapsible containers rom the contractor -- che U. 8, Rubber 
Company -- to MacDill Air Force Base. This change also affected the Third 
Acmy stationing plan for support forces since ἃ detachment of thirty men and 
two supervisors was required at MacDill to carry out the fuel loading 
operations. 


[4 in addition, USCONARC logistical planners decided to use a total of 
thirty-five 1,000-gallon Rolling Liquid Transporters (RLT) to accompany rhe 
combat units, The Commanding General, XVIIZ Airborne Corps, recommended the 
following distribution of RLT's: 10 to che Ist Armored Division, 9 each to 
the 82d and LOlst Airborne Divisions, and 4 and 3 to the 2d and ist Infanery 
Divisions, respectively. He also directed che commanders concerned co take 
action to provide for entry of these transporcers into the objective area 
within current air or surface shipping allocations, These transporters, 
which were to be woved from home stations to Intermediate Staging Bases, were 
to be carried empty and filled at the staging bases for onward movement by 
air into the objective area, Those which would be moved to the pores of 
embarkation for subsequent movement by surface transportation, were to be 
filled at home stations since procurement of the proper product -- combat~ 
grade motor gasoline, 115 to 145 octane cating -- would be a complicated 
process at the various ports. The Rolling Liquid Transporters were 
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distributed to the appropriate units as they bgcane available so chat they 
could be incorporated in the loading tables. 


Rail Gar Problems 


ger One of the major problems connected with the pre-positioning of 
troop units under Operation Plan 316 -- and one which might have become even 
more acute if the plan had been impiesented ~~ was that of furnishing and 
holding the railroad cars required to move troops and equipment of the combat 
units from home stations to their ports of embarkation. As early as 23 October 
1962, the Chief of Transportation, U. 8, Army, directed the Coumanding General, 
USCONARC, ro request immediate positioning of the requited railroad cats at 
designated home stations by the Defense Traffic Management Service (DTMS), 

The Chief of Transportation reconmended that the affected unit commanders 
begin loading operations as soon as railroad cars were positioned for them, 
That same day, however, DTMS informed the Transportation Officer at Fort Hood, 
Texas, chat, while flat cars were no problem, only enough day coaches could 

be immediately provided to carry personnel scheduled for the first train of 
the First Increment of Task Force CHARLIE, Ist Aruored Divicion. Mixed trains 
were desired by the lst Armored Division in order to preserve unit integrity. 
Day coaches remained a problem during the entire pre-positioning phase to the 
extent that, while mixed trains were used, unit commanders concerned were 
under orders to inmediately release ali passenger coaches upon arrival at 
their destination, 


The movement of the Ist Armored Division and the heavy combat 
equipment of the Infantry divisions assigned to Operation Plan 316 created a 
need for heavy-duty flat cars which rhe commercial railroads might not be 
able to satisfy, In order to satisfy movement requirements generated by 
Army units in support of Operation Plan 316, the Chief of Transportation, ἃ 8. 
Army, on 24 October authorized the use of U. 8. Army-owned (USAX), 190-con 
heavy dury flat cars which were stored in STRAC equipment pools. These cars 
were to be used only if requirements could not be satisfied through comuencial 
means or through other Departuent of Defense interchange fleet capabilities. 
Exempted from this blanket authorization were the heavy duty flat cars assigned 
to the STRAC rail equipment pool at Fort Lewis, Washington, whose use was 
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subject to the prior approval of the Commanding General, USCONARC. Upon 
completion of movement action, all cars ass{gned to STRAC equipment pools 

were to be returned to their original pools, unless otherwise directed by the 
Chief of Transportation or the Commanding General, USCONARC, as appropriate. 
Because of the limited number of such cars available for use, the Chief of 
‘Transportation requested the USCONARC commander to instruct all origin 
Transportation Officers not to use these cars to load any equipment which 
could be moved on carrier-furnished equipment of lesser capacity. ALL Atmy- 
owned cars were to be requisitioned through USCONARC channels, while inter- 
change cars were to be requisitioned through established Department of Defense 
channels, 231 


oe The movement of Task Force CHARLIE to Fort Stewart, Georgia, was 
considered 8 temporary expedient to permit rapid deployment of che task force 
when and if Operation Plan 316 was implemenced. The USCONARC commander, 
after conferring with the Chief of Transportation and the Defense Traffic 
Management Service, directed that all tracked vehicles of the task force 
elements be held on the rail cars on which they were shipped from Fort Hood, 
Texas. According to estimates of DIMS, this procedure would tie up approximately 
660 flat cars in the vicinity of Fort Stewart, In addition, while the 
Commanding General, USCONARC, directed the 158 Armored Division elements of 
the Floating Reserve and On-call Echelons to unload all equipment upon arrival 
at Fort Stewart, the Floating Reserve was originally on ἃ twelve-hour alert 
status for loading their tracked vehicles, Although the alert was later 
extended to a seventy-two-hour basis, it still required the retention of a 
certain number of rail cars for that purpose, The elements of both the 
Floating Reserve and the On-call Echelon were instructed to retain all U, S. 
Army-owned rail care in the vicinity of Fort Stewart but to immediately 
release ail commercial rail roiling stock. 


oT As the first elements of Task Force CHARLIE began to arrive at Fort 
Stewart it became evident that rail sidings on that post were not sufficient 

to store the estimated 660 cars, Available rail sidings measured approxi- 
mately six and one-half miles in length and could supposedly hold an estimated 
138 cars, The Third Army conmander took inmediate steps to alleviate the 
situation and thus prevent any undue delay in the arrival of the necessary 
amits in the Fort Stewart area. He procured the use of rail sidings δὲ 
Walthourville, Daniels, Macintosh, and Savannah, Georgia, and requested space 
at Huncer Air Force Base, This latcer request was turned down by the Commanding 
General, Eighth Air Force, which was an element of the Strategic Air Command 
(SAC) and not under the control of CINCAFLANT -- the Commanding General, 
Tactical Air Command (TAC), General Powell immediately requested the Deputy 
Chief of Staff for Operations, Department of the Army, to make arrangements 
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with the Chief of Scaff, U. 5. Air Force, to use these rail sidings. On che 
same day that the request was forvarded for settlement at the Departmental 
level, the SAC commander directed the Eighth Air Force commander to give 

maximum support at Hunter Air Force Base in providing use of on-base rail sidings, 
but to advise him whether or not meeting this requirement would present a 
serious interruption of the SAC mission. 233 


The storage of rail cars -- both loaded and unloaded -- for use by 
the elements of the Surface, Floating Reserve, and Onu-call Echelons both at 
Fort Stewart and at Fort Benning and vicinity became a fiseal problem of 
greater magnitude day by day. By 2 November the lst Armored Division had a 
total of 451 flat cars under load with elmost an equal number -~ approximately 
130f++ stored at Fort Stewart and the towns of McIntosh and Daniels, Georgia, 
and with the remainder stored ar Hunter Air Force Base. Three days later 
this number had increased to 497, of which 367 were commercial cars. Task 
Force CHARLIE had a totel of 210 cars under load, of which 135 were commercial 
cars. It was at this point that the Coumanding General, USCONARC, directed 
ail elements other than Task Force CHARLIE to offioad all equipment. Denurrage 
costs on the 135 commercial cars held for Task Force CHARLIE were charged at 
che rate of $8.00 per car per day for ἃ total daily demurrage cost of 
$1,080.00.234 Despite the orders to release all cars except those for Task 
Force CHARLIE, che number of commercial cars under load had increased by two 
additional by 7 November. As a means of comparison, however, the move of 
various elements of the ist Armored Division from Forte Hood, Texas, by that 
cime, had required a total of 1,945 flat cars.235 turing the month of 
November, the effect of the USCONARC directive, plus the move of increments of 
Task Force CHARLIE to Fort Lauderdale, Florida, for amphibious exercises, 
drastically reduced the number of cars in retention, By 28 November the total 
number of cars in storage in the Fort Stewart area had been reduced to 174, 
of which 78 were being held under load and, of this latter number, only 30 were 
commercial cars. In addition to the cars held in the Fort Scewart area for 
Task Force CHARLIE, a total of 140 cars were stored at Fort Benning for those 
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elements of the 2d Infantry Division which were included in the Surface Echelon 
of Operation Plan 316. Of che total at Fort Benning, 81 were commercial cars, 
18 of which were empty but were held on a 4-hour alert basis.256 By 3 
December 1962, after the roll-up of forces had begun, a total of sixteen cars 
still remained under load in the Fort Stewart area, These included eleven 
B.S. Army-owned cars at Fort Stewart, itself, and ξένο commercial cars located 
at McIntosh, Georgia. The final demurrage cost report which was submitted to 
USCONARC on 3 December pointed out that these costs would continue at the rate 
of $40.00 per day at McIntosh until the cars were finally moved, Demurrage 
cost estimates furnished the Commanding General, Fort Stewart, Georgia, and 
the Office of the Deputy Chief of Staff for Logistics, USCONARC, by the 
Atlantic Coast Line Railroad had not been verified by this Command at the time 
of the final Movement Status Report due to incomplete reconciliations. The 
estimated total demurrage costs incurred for the Ist Armored Division in che 
vicinity of Fort Stewart and for the 24 Infantry Division at Fort Benning 
during the entire pre-positioning and pre-operstional period are as follows: 237 


RAIL SIDING LOCATION DEMURRAGE COSTS (Estimated) 


Total Costs 


‘Operation Plan 316 - $45,408.00 
Fort Benning - 21,032.00 
Subs total 

Ist Armored Division - $26, 376.00 
Walthourville - 528.00 
Fort Stewart - 5,960.00 
Daniel - 4,168.00 
McIntosh - 10,648.00 
Hunter Air Force Base Ὁ 3,972.00 


Special Trailer Requirements at Army Staging Area Commands 


A significant problem arose at the Army Staging Area Commands 
Intermediate Staging Bases -~ with regard to che tractor-trailer combinations 
which were required for outloading supplies from the airfields on the re- 
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cycling turnaround, A total of 130 aircraft -- both 0.130 and C-119 -- were 
scheduled for the re-cycling turnaround which permitted each aircraft τὸ take 
approximately two hours and ten minutes to complete airfield approach, landing, 
parking, loading, and take-off operations, Since an average of forty-five to 
fifty aircraft loads were scheduled to be moved at each of the four airfields 
concerned with chis operation, the tightness of the loading schedule required 
the use of expedited loading methods, The Air Force consequently established 
a requirement that trailers for this purpose must have bed heights which 
matched pertinent aircraft ramps τα approximately thirty-ning to forty-five 
inches in height. 238 


ot In order to meet the requirement for proper tractor-trailer equip- 
ment during the early part of November, USCONARC had commercial equipment 
consisting of tractors with drivers and 132 trailers standing by. The 
approximate daily cost for this equipment was $13,180.00 based on a rate of 
$3140,00 per day pet tractor with driver and $50.00 per day per trailer. The 
Commanding General, Third Army, reported on 10 November that the total estimated 
cost up to that time had been $291,050,00, In view of the high cost of this 
equipment 45 merely ἃ standby resource and the fact that some of ἐς would be 
used only in case of extreme emergency, the Commanding General, Third Army -- 
who was responsible for funding this aspect of the operation -- requested 8 
careful evaluation of the retention of this equipment and the resultant costs, 
Despite the fact that the Defense Traffic Management Service could give no 
positive assurance that the vehicles could be reepositioned within a given 
time frame, he fele that they should be released, provided that USCONARC 
considered such release operationally acceptable, After several days of 
careful study, the Deputy Chief of Staff for Logistics, USCONARC, directed 
Third Army to release all tractors and trailers under lease from commercial 
sources as quickly as possible. At the same time he requested DIMS to make 
whatever arrangenents were necessary to insure that the vehicles could be in 
position at each Army Staging Area Coumand by no later than 1200 hours on 
D-plus«é«days, 2 


@ This USOONARC directive brought an immediate response from che 
Director, Defense Traffic Management Service, who pointed out that the 

remodification of the trailers which was required for this operation prevented 
any assurance that they could be provided to the staging avea comands within 
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a period of seventy~two hours as specified by USCONARG plans. He did, 
however, propose the release of approximately 50 percent of the trailers and 
25 percent of the tractors then under contract, At the same time he 
requested relief from such stringent trailer bed height requirements and 
recommended the use of standard height trailers. 240 


In order to determine the proper course of action in this matter, 
the Third Army commander dispatched a team of two officers to the Army 
Staging Area Commands (ASAC) beginning at Eglin Air Force Base on 16 November, 
The major mission of this team was to re-evaluate the semi-trailer and 
tractor requirements for support of Operation Plan 316 resupply operations. 
He requested that knowledgeable Army and Air Force officers be made available 
at each ASAC to aid in the review of both aircraft and semi-trailer 
characteristics, of aircraft turnaround times, and of other contingencies in 
the use of the equipment, This review, plus a conference on 19 Novenber 
attended by tepresentatives from the Ὁ, 8, Army Materiel Command, the U. 8. 
Air Force Tactical Air Command, Third Army, and XVIEI Airborne Corps, 
resulted in a conclusion that the requirement established by the Air Force 
for trailer bed heights was net only a firm one but one which was an 
operational necessity. The conferees also concluded that ali commercial 
equipment shouid be replaced by Army-owned equipment as soon as practicable 
and estimated that a total of 106 M-172 or M-172A1 crailers would be required 
to accomplish this switch. The conferees pointed out that if sufficient 
trailers of the M-172 category were not available, the M-27 trailer could be 
used, provided that ic was fitted with smaller diameter wheels to bring the 
bed height down from the 69 3/4 inch standard height to the required height 
of from 39 to 45 inches. Third Army had a total of fifty-nine of the M-27 
trailers on hand and could inmediately obtain an additional sixtyesix from 
the ὕ, S. Army Materj el Command, provided that the smaller diameter wheels 
were also available, 44! Meanwhile, General Powell had also raised the 
possibility of using Army-owned trailers for ASAC resupply operations. His 
Transportation Corps advisors pointed out, however, that the use of the M-27 
crailer was further limited by the fact that ic was only twenty-three feet in 
length while many of the loads required a trailer with a minimum length of 
twenty-eight feet, 
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oe The Commanding General, Third Army, took steps by 21 November to 
furnish the required 106 trailers from available resources. ‘The review 
indicated above revealed that a total of forty-uine M-172 and M-172Al trailers 
were already at Tyndall and Eglin Air Force Bases, Since the requirement at 
Tyndall was for only 22, and 27 such trailers were on hand, the Commanding 
General, Third Army, directed the transfer of the 5 excess trailers to Eglin 
Air Force Base to help meet that Staging Area Command's requirements for 47, 
At the same time, he directed the commanders of six installations under his 
control to place a total of sixty-seven additional M-172 or M-172A1 trailers 
in serviceable condition and transfer them to the Army Staging Area Commands 
which he had indicated, In addition to the trailers, the commander of Fort 
Bragg was required to furnish fifteen military tractors to the ASAC at Opa 
Locka Air Force Base. The Commanding General, Third Army, recommended that 
the commercial tractors and trailers be released as soon ag the Μ.172 or 
M-172Al trailers were received by the Staging Atea Commands. Even though this 
allocation of trailers plus the 49 already on hand exceeded the stated require- 
ment for 106 trailers, additional allocations of this type of trailer were{ to 
be made as soon as they were made available by USCONARC, The Third Amy 
commander recommended to the Commanding General, Peninsula Base Command, that 
elements of Transportation Cozps truck companies be transferred to chose 
Staging Bases, where none were already assigned, to handle the military 
trailers, a move which would take place as soon ag the air-landed/air~dropped 
phase of re~supply actions had been completed. As a result of these actions, 
the Deputy Chief of Staff for Logistics, USCONARC, was able to report on 23 
November that the Conmand’s holdings of comercial leased equipment had been 
reduced to 29 tractors and 59 trailers and that the daily equipment costa had 
been reduced from $13,000 to $6,000, 2 


The Commanding General, Third Army, also pointed out to USCONARC 
that Pan-American Airlines was then under contract to the United States 
Government to provide at Cape Canaveral forty tractors and low bed semi- 
trailers of the required height. These tractors and trailers would . >t be 
used at the Cape in the event that CINCLANT Operation Plan 316 was executed. 
He therefore requested the immediate negotiation of a written agreement to 
use these forty low bed trailers τὸ complete with tractors and drivers -- at 
no additional cost to the government, Fifteen of the tractor-trailer combi- 
nations would be allocated to Stanford Naval Air Station, 15 to Patrick Air 
Force Base, and the remaining 10 to MeCoy Air Force Base, He furcher pointed 
out that the agreement should specify availability of the tractor-trailer 
combinations within twenty-four hours after USCONARC received notification 
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that Operation Plan 316 was to be executed, All forty of the tractor-trailer 
combinations would be required during the period fron E-day through the air 
landing and air drop portion of the operation.263 This recommendation was 
made toward the end of November, too late to be consumsted with either the 
National Aeronautics and Space Administration at Cape Canaveral or with the 
Pan American Airlines. 


Amphibious Shipping Difficulties 


One of USCONARC's most pressing problems was the provision of an 
Zdequate amphibious shipping capability to mount the amphibious assault phase 
of the invasion operations envisioned under Operarion Plan 316, As vas 
indicated earlier, Operation Plan 316 called for a simultaneous airborne and 
amphibious assault of the island of Cuba, beginning seven days after the 
implementation of Operations Plan 312, The Army Task Force 125 was dependent 
upon the U, S, Navy for amphibious shipping needed to carry out its missions 
during the amphibious assault phase. While some of the units scheduled for 
transport in these amphibious vessels were to outload from the port of 
Savannah, no LST ramps existed at that port nor was USCONARC able to construct 
such ramps without compromising some of the surprise element contained in the 
operation plan, On 21 October this question wag taken up with the Chief of 
Staff, Ὁ. 8, Aray, who authorized the USCONARC commander to send an advance 
party to Savannah to plan such construction, pointing out that P-day would 
definitely bring authority for its initiation, The pre-posictioning of Task 
Force CHARLIE at Fort Stewart, however, created an immediate requirement for 
this construction and four LST ragpe were completed at the port of Savannah 
by 1830 hours on 31 October 1962.“ ἡ 


eo a. Meight Limitations, The four LST's originally allocated by the 
U. 8, Navy to Task Force CHARLIE for the amphibious assault phase of Operation 
Plan 316 created an immediate problem. The planning group which developed the 
original shipping requirements had assumed that Task Force CHARLIE would be 
carried in modern LS?'s which were basically a 1,000 dead weight ton vessel. 
The four U, 8. Navy LST's allocated to USCONARC for use wich Task Force 
CHARLIE, however, were of World War II vintage and, according to USCONARC's 
transportation planning group, were normally capable of a maximum weight 
tonnage of only 500 dead weight tons. World War IZ experience had proven that 
ἃ maximum load of 600 dead weight tons could be achieved with little difficulty 
in Landing over the beaches, but ὁ load of 800 or more dead weight tons would 
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require the ship to beach farther out in the water. In this latter case, 
either the vehicles would have to be waterproffed or a causeway Landing would 
have to be made. The original planning for Task Force CHARLIE called for a 
total of 3,900 tons of equipment for Increment Nr. 1, Lf the ships were 

loaded at 600 tons -- as envisioned by USCONARC logistical planners -- an 
additional LST would definitely be required to move this increment, and the 
equipment which the task force intended to land over the beaches would have 

to be reduced by approximately 900 tons. The Commanding General, XVIII 

Airborne Corps, on the other hand, pointed out that data available to his 
headquarters indicated that the four LST's could be beached in the objective 
area with che maximum planned beaching weight -- 1,000 tons. He therefore 
recomended that Increment Nr. 1 of Task Force CHARLIE be loaded on the four 
allocated LST’s but that one of the four vessels also carry a complete causeway 
pier of four sections. This would permit the four vessels in question to 

carry the maximum planned vetght loads and free them from the requirement τὸ 
beach under adverse conditions.449 A conference on this matter was held at 
Fort Monroe on 8 November between representatives of USCONARC and representatives 
of the Ὁ, 8, Navy Anphibious Group II. The Latter group insisted that the 
vessels could be loaded at 900 dead weight tons and successfully beached in the 
objective area, During the.amghibious exercise conducted for the Increment τ, 
1 of Task Force CHARLIE during the latter part of November,2“6 the four 
allocated vessels were loaded to maximum weight capacity (3900 rons) and a 
causeway pier of four sections was added to the increment's equipment as 
pteviously recotmended by the Commanding General, XVIII Airborne Corps. Ali 
landings during the amphibious exercises involving the various increments of 
Task Force CHARLIE were made over the causeway pier, a time-consuming opera 
tion, 247 


wo Ὁ. Adgitiongl Amphibious Shipping Requirements, On 3 November the 
XVIII Airborne Corps commander introduced the subject af additional amphibious 
vessels far Task Force CHARLIE, By that time USCONARC directives required the 
task force to introduce tank heavy combat teams into the objective area as 
early as possible during combat operations. The original allocation of assault 
shipping ~~ onty four LSI’s for Task Force CHARLIE -- required that some of the 
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armored equipment be carried in commercial freight vessels which was, of course, 
a wost undesirable method of introducing armored equipment into a combat zone, 
Consequently, the XVIZI Airborne Corps comnander requested that 411 possible 
resources be exploited to obtain additional LSi's or LSD's, Later on che 

same day he indicated that a minimum of four LST's would be needed in addition 
to the four already provided. One of these additional vessels would be used 
to ligt the Cavairy Troop, Ist Cavalry Squadron, ist Armored Division, which 
had been displaced by 4 mediwa tank company at USCONARC direction. Another 
vessel would carry six of the M48Al tanks of the 24 Battalion (Medium Tank), 
69th Armor, which were then loaded on ἃ commercial vessel scheduled ¢o arvive 
in the objective area on D-plus-3-days, and two vessels were required to Lift 
the remaining tanks of the armored battalion and an eight-inch towed howitzer 


battalion. 24 


Ω Since no additional LST's were available from resources of the 
Commander in Chief, U, 5. Navy Atlantic Fleet (CINCLANTELT), both the Commanding 
General, USCONARC, and the Commander, Military Sea Transport Service (COMSTS}, 
investigated the availability of comercial 181’ 6. The latter pointed out 
that, even if commerical L8T's were available, they would not meet stated 
requirements but might be suitable for the forces held in reserve. As an 
alternate solution, he recommended that the required number of LST‘s be 
immediately commissioned from the Atlantic Reserve Fleet. However, the 
Commander in Chief, Atlantic Coumand (CINCLANT), poinced out to the Chief of 
Naval Operations that the activation of four LST's from the Atlantic Reserve 
Fleet could sot possibly meet immediate contingency requirements because of 

the rime required for re-activation. In addition, the Joint Chiefs of Staff 
were then considering an Augmented Operation Plan 316 which would most probably 
require ali eleven LST's in the Atlantic Reserve Fleet. The longer reaction 
time established for the augmentation forces would afford the Navy sufficient 
time to reactivate all eleven vessets. 249 


wo Because time limitations imposed by Operation Plan 316 meant that the 
only answer to USOONARC's problem lay in the Leasing of additional coumercial 
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ST's, CINCLANT requested authority from the Joint Chiefs of Staff for the 
Commander, Military Sea Transport Service, to charter such vessels from 
commercial sources for use by the USCONARC commander in his capacity as 
CINCARLANT, He stipulated thet U. 5, flag vessels with operable bow doors 
were preferred to meet ὕ, 8. military requirements. GINCLANT further recom 
mended that the Ὁ. 8. Navy fund the chartering of the vessels since they would 
be used to augment the amphibious assault shipping already provided by the 
Navy, 230 


While these discussions were being held, USCONARC received infor- 
mation that a comercial LST -~ the CAL-AGRO -- was available for charter at 
the Qcean City Terminal, Savannah, Georgia. Preliminary inspection by marine 
inspectors representing USCONARC indicated that the vessel was in good shape, 
that it could be chartered at a nominal cost, and that a maximum of three days 
would be required to reeinstall her bow ramp and thus bring her closer to her 
original configuration, The Commander in Chief, U. 5, Navy Atlantic Fleet, 
pointed out to USCONARC that the ship would have to be manned by a m{litary 
srew before it could operate as an integral part of the Amphibious Asaule 
Task Force. Since military manning was not feasible at that time, planning for 
the use of the CAL-AGRO would have to be predicated upon tasks compatible with 
those normally assigned to vessels chartered by the Military Sea Transpore 
Service, Consequently, if USCONARC urgently required the vessel for training 
purposes or for other tasks suitably performed by civilian crews, the require- 
ment should be submitted through proper military channels to the Commander, 
Military Sea Transport Service. On 4 November, the Joint Chiefs of Staff 
authorized the MSTS commander to gherter the CAL~AGRO and make it available to 
the Commanding General, USCONARC, 4?! ᾿ 


As a result of CINCLANT's request of 10 Noveuber for additional LST‘s, 
the Chief of Naval Operations informed the MSTS commander on the following day 
that the Joint Chiefs of Staff had authorized him to proceed with the charter 
of three additional commercial LST's to be used by the Commanding General, 
USCONARC, In a matter of 3 days the Military Sea Transport Service Had negoti- 
ated a charter with the West India Steam Ship Company, Inc., for the lease of 
3 Liberian flag, foreign-manned LST's for a period of 60 to 90 days. Ail three 
vessels -- the INAGUA FOAM, the INAGUA CREST, and the INAGUA SHIPPER -~ had 
operable bow doors and were to be made available at the Key West Charleston 
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Range, which was the U. 8, Government's eption port of delivery. Two of the 
ships =» the INAGUA FOAM and the INAGUA SHIPPER -- had forty-ton crawler 
etanes aboard which could be removed if desired. On 20 November the Hilitary 
Sea Transport Service furnished the Commanding General, USCONARG, with the 
dates by which the three vessels would be available for use. Ths ramp of the 
INAGUA FOAM was scheduled for reinstallation on or about 22 November, while that 
of the INAGUA SHIPPER was to be reinstalled after 26 November, At the same 
time, it was estimated that repairs to the INAGUA CREST would be completed by 
28 November 1962. The Military Sea Transport Service planned to deploy the 
INAGUA FOAM and the INAGUA SHIPPER to Fort Lauderdale and the INAGUA CREST to 
Savannah where she would be used in conjunction with the previously leased 
CAL-AGRO, 292 These four commercial LST's were eventually used to transport ἃ 
portion of the equipment and personnel cf the ist Armored Division from Fort. 
Lauderdale to Beaumont, Texas, during the roll-up of forces resulting from 
the stand-down in teadiness conditions. 


Acquisition of Deep Water Fording Kics 


φῦ A major logistical problem, closely connected with the weight 
Limitations of the allocated amphibious assault skipping, was that of providing 
sufficient deep water fording kits for the tracked and wheeled vehicles to be 
landed over the beackes during the assault phese of the operations, Despite 
the weight limitations of the four U. S. Navy-allocated LST’s as described 
above, the Logistical Planning Group of Headquarters, XVIII Airborne Corps, 
indicated that beach gradients in the objective area were such that, with one 
exception, 4 maxinum of thirty inches of vater would be encountered at all 
beach locations, They pointed out that Ὁ, 8, Navy representatives had assured 
then of a “dry foot landing” in the objective area, If ἃ Landing vere made at 
the one excepted spot, a causeway pier carried by one of the four Navy LST’s 
would be used. Consequently, the Coomanding General, XVLIT Airborne Corps, 
decided that deep water fording kits vere not necessary for the Ist Armored 
Division, Maj, Gen. Richard Ὁ, Meyer, Deputy Chief of Staff fer Logistics, 
USCONARG, advised General Powell on 31 October that the XVILE Airborne Corps 
staff was being rather naive in thinking that they could lend all of their 
vehicles through water that was not more than thirty inches deep. For that 
reason, he prepared a message to the Department of the Army stating that, as 

a precautionary measure, ἃ requirement should be daveloped for at least enough 
waterproofing kits for one Armored and one Infantry diviséon. This decision of 
General Meyer was borne ont by the lst Armored Division's After-Action Report 
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which stated that the draft of the allocated LST's when combat loaded, coupled 
with the selected beaches in the objective area, militated against @ dry beach 
operation and would force a time consuming floating causeway operation, 254 


As a result of General Meyer's inquiries, the U, S, Army Tank and 
Automotive Command informed USCONARC at the beginning of November that no 
depot assets of kits existed for either the M4BAl tank or the 105-mm, self- 
propelled howitzer, that only seven kits were available for the 155-nm. self 
propelled howitzer, and that only one existed for the MAl tank, (7 mid- 
November the Ist Armored Division commander requested authorization to 
requisition sufficient deep water fording kits to equip all of Task Force 
CHARLIE, These kits were needed by the division for use during the proposed 
amphibiov training exercises and would be used to equip elements of the task 
force for actual execution of Operation Plan 316, USCONARC tried to get these 
kits from its own resources and a good many were uncovered, with the majority 
located at Fort Story, Virginia, and Fort Hood, Texas, where they had been 
positioned for training exercises scheduled during the summer of Calendar 
Year 1963. USCONARC imuediately directed the transfer of all available kits 
at Fort Story and Fort Heod to the Ist Armored Division. Upon review of 
actions taken, USCONARC pointed out that 171 of the required 218 tank kits 
were available and that the U. 8, Army Materiel Command had been requested to 
procure the remaining 47, There were no available assets on hand for either 
tank recovery vehicles or for the 105-nm, self-propelled howitzer -- kits for 
these would have to be obtained through time consuming local procurement 
actions. The Quartermaster Center at Fort Lee indicated that sufficient assets 
were on hand to meet the requirements for 123 truck kics. In general, ic 
appeared to the USCONARC logistical planners that considerable shortages would 
exist, im au assortment of sizes, By 21 November, a sufficient aumber of the 
vatious kits were on hand to conduct partial training in some units, but not 
enough to equip the entire Task Force CHARLIE.255 In response to the USCONARC 
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Fequest for procurement of sufficient kits to equip both an Armored and an 
Infantry division, the ὕ, 8. Army Materiel Command on 23 Novamber, directed 
its subordinate Mobility Command to initiate procurement actions, These kits 
would be available not only to support pertinent contingency plans but re 
support training exercises for the divisional units. 


Difficulties Concerning the Roll-on, Roll«off Vessels 


7) Ten years before the Cuban Crisis, the Department of the Army had 
developed plans for specialized shipping which would meet its requirement for 
strategic deployment of ready forces, Transportation Corps planners were 
high in their praise of the Roll-on, Rell-off type of vessel which would 
permit the loading and discharging of mobile combat and tactical equipment in 
a matter of hours rather than days. These ships were designed to operate 
under either standard conditions using conventional port berths or for off- 
shore discharge by mating with appropriate lighterage.29’ For these reasons, 
USCONARC logistical planners had included the use of the two existing Roll-on, 
Roll-off vessels, the USNS COMET and USNS TAURUS, and their companion U. 5. 
Army Beach Discharge Lighter (BDL), the JOHN U. Ὁ, PAGE. 


ee a. Limitations in Off-Shore Discharge Operations. Experience 
gained by U. 8. Army, Europe, in NODEX operations off the cost of Prance 
which involved both the USNS COMET and the U. S, Army BDL JOHN Ὁ. Ὁ. PAGE, as 
well as tests conducted by the U, 8, Army Transportation Research Comaand, 
proved that the USNS COMET could not be unloaded off-shore during moderate or 
worse weather. At the conclusion of NODEX Operation Nr. 21 held during 
October 1959 at Les Sables d'Olonne, France, the Commanding Officer, llth 
Transportation Terminal Command C, included among his lessons learned the 
fact that the U. $. Army BDL JOHN U, D. PAGE was unable to mate with the USNS 
COMET in heavy seas and large swells. As a result of his experience, he 
recommended that an laternate protected anchorage be selected in advance if 
ancicipaggd weather and sea conditions might affect the marriage of the two 
vessels, Yet thee years later, despite the widespread distribution of 
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the NODEX reports, the Commanding General, XVIII Airborne Corps indicated to 
USCONARC that this information had been made known to him and his staff only 
recently on an informal basis, Acting on the recommendation for an alternate 
protected anchorage, he requested D-day authority for the Commander of Task 
Force 125 to divert the USNS COMET, the U, S, Army BDL JOHN Ὁ, Ὁ, PAGE, and 
the two LST's carrying elements of the 2d Battalion, 69th Armor, from the 
amphibious assault area at Tarara Beach to Mariel Bay, if conditions warranted 
the move, In answer to this request, the Commander, U. 8. Navy Altancic 
Amphibious Forces (COMPHIBLANE), indicated that such a decision would be made 
at the proper time by the Commander of the U. 5. Navy Western Support Group -- 
Amphibious Group If στ through the XVIII Airborne Corps Tactical Logistics 
Command (TACLOG) which would be located on his flagship. 259 


ot At the end of the Lebanon Crisis in 1958, the Bremerhaven Port of 
Embarkation, U, S. Army Europe, recommended that future Roll-on, Roll-off 
vessels be designed to accomodate all types of wheeled and tracked military 
equipment te include che newer large size tanks, The following year the 
Military Sea Tranpport Service secured the USNS TAURUS as ἃ second Roli-on, 
Roll-off vessel which was regularly scheduled om the Roll-on, Roll-off trailer 
run between New York and France but was practically useless in this same 
capacity for combat operations, Because che USNS TAURUS had no internal ramps 
between decks, permanent dockside unloading ramps were provided at both the 
Brooklyn Army Terminal and che St. Nazaire Army Terminal in France. In off- 
shore discharge operations this lack of internal ramps required that cargo 

be discharged directly from the decks of the vessel. In order to assure a 
capability for off-shore discharge of at least the cargo loaded on the main 
and mezzanine decks of the USNS TAURUS, it was necessary to provide a properly 
positioned and secured forty-ton crawler crane aboard the vessei. Consequently, 
the XVIIZ Aizborae Curps commander recommended thar, prior to preceding to 
Savannah, Georgia, the USNS TAURUS be sailed to Hampton Reads Army Terminal 
where a proper crane from either the 285th or 117th Transportation Companies 
(Terminal Service) would be made available for this requirement, an action 
completed on 27 October 1962, 260 


ΦΩ͂ δ, Loading Difficulties ar Savannah. The USNS COMET arrived in 
Savannah on 28 October and began preparations to preload che equipment of che 


258, 

(1) Msg (USCONARC In E-1677}, CG XVIII Abn Corps to CG USCONARC/ 
CINCARLANT, DIG 1716052 Nov 62, (TOP SECRET). (2) Msg (USCONARC In E-1699), 
COMPHIBLANT to CINCARLANT, DIG 2019202 Nov 62. (TOP SECRET), Boch in ΑὉ TS 
Con, 

260. 

(1) Msg CUSCONARC In M-216037), CG RVIII Abn Corps, to CG USCONARC, 
DIG 2704202 Oct 62. (SECRET), In DCSUTR P60 Div files, (2) USARLAN EOC 
Daily Briefing, 30 Oct 62, pp. 11-12, (TOP SECRET), In AG TS Con. 


133 


FOPR-SECREF 


FEP~SECREF- 


2d Battalion (Medium Tani), 69rh Armor. It was at this time that the 
discovery vas made that decks number 3 and 4 had a Limited ceiling and chat 
neither tanks nor 2%-ton trucks could be loaded in thet area, This resulted 
in loading the tanks on the weather decks of the vessel rather than on the 
lower decks. At a dockside offloading rehearsal between the USNS COMET and 
the U. S. Army BDL SOHN U, Ὁ. PAGE held at Savannah on 4 November, several 
major problem areas vere revealed, First of all, the loading of heavy tank 
equipment on the weather decks made the ship sa top heavy that the master of 
che vessel announced that he would not, on his own responsibility, put to sea 
until the condition was rectified. After a close etudy of several possibilities 
for lowering the load’s center of gravity, a recommendation was made that the 
142 periscope and guard be removed from the cupola of the MGBAL tank, a 
solution which unfortunately would destroy the zero and boresight of che .50 
caliber machine guns on the tanks. 


Gar The USNS COMET's limitations in regard to deck ceilings were 
revealed four years earlier when the vessel transported the 3d Battalion 
(Medium Tank}, 35th Armor, from Gremerhaven, Germany, to Beirut, Lebanon, 
during the Lebanon Crisis of 1958. At the end of that operation, the chief 
criticism of the USNS COMET made by the Bremerhaven Port of Embarkation was 
this same lack of headroom on the lower decks which prevented full use of che 
vessel's roll-on, roll-off capabilities by the canks of the 34 Battalion. 
Unfortunately, this knowledge, learned the hard way at the time of the 
Lebanon Crisis, evidently was not available to the planning stafé of the 
XVEIZ Airborne Corps. 


or Still another difficulty arose during the preloading exercise at 
Savannah. The heavy load placed on the USNS COMET resulted in the vessel 
lying eighteen inches too low in the water to marry her stera ramp with che 
U. S. Army BDL PAGE, During the offloading rehearsal described above, an 
expedient of placing four tanks on the after deck of the PAGE was used but 
would not be feasible in an actual off«shore discharge under combat conditions. 
Representatives of che U. 8, Aray Atlantic Transportation Terminal Command 
recommended that fuel be removed from the COMET's after fuel tanks. While 
this would succeed in raising the vessel some twenty-four inches at the stern, 
ik further aggravated the vessel's top-heavy condition, This solution, 
moreover, was dependent upoa how far the ship would be required to steam 
before refueling and was completely contrary to the ship's current orders. 
The only possible solution for lightening the vessel's load was the omission 
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of some additional vehicles from the first increment of the 2d Battalion, 69th 
Armor. At the same time, the offloading rehearsal uncovered the fact that the 
ship's crew was not very adept at handling the heavy lifting gear. During 

the rehearsal, skilled commercial stevedores assisted and instructed the crew 
in this operation, A decisio was quickly made to assign eight skilled heavy 
boom operators to the ship's sump] gmen E from the U. S$, Anny Transportation 
Genter at Fort Bustis, Virginia.“®¢ These problems did result in a recom= 
mendation by the Deputy Chief of Staff for Logistics, USCONARC, chet the Roll- 
on, Roll-off ships ve eliminated from future operations of this sort since 
they did not seem to be adaptable to tactical operations of an amphibious 
assault, 263 


‘Status of Landing Graft Replacements 


Ge Landing craft replacements for the boat units involved in the assaule 
operations and required for later over~the-beach Landing of vesupply operations 
were available only at the Charleston Army Depot, South Carolina, ὁ review of 
this equipment replacement problem, directed by the Commanding General, USCONARC, 
determined by 29 October that the Charleston Depot had a total of thirty-one 
Landing Graft, Utilicy (LCU), on hand for possible replacement action, with 

only one in an operational condition, and this one was already on orders for 
shipment to Ὁ, S. Army, Europe. The Charleston Depot had an in-house mainte- 
nance capabilicy for placing three landing craft into operation in a perfod of 
from two to three weeks, This rebuild period might possibly be shortened if 

the craft were carefully selected for Ehis purpose on the basis of the least 
amount of rehabilitation necessary. The remainder of the landing craft would 
have to be processed by commercial contract with a time frame of five to six 
weeks for complete rebuiid.264 Since rebuild actions were predicated upon 
commencement of hostilities, no action was taken in regard to the Landing 

craft since GINCLANT Operation Plan 316 was never executed, 


Provision of a Floating Depot 


( Because tae problem of providing floating depots to meet emergency 
situations in various parts of the world was under discussion at the Department 
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of the Army level during the latter part of 1962, it naturally received 
aktention from USCONARC in relation to the Cuban Crisis, A meeting was held 
on 29 October between the Deputy Chief of Staff for Logistics, USCONARC, and 
representatives of the U. 8. Army Supply and Maintenance Command, the Sth 
Logistical Command, and XVIII Airborne Corps which reviewed the supply 
schedules and made arrangements for a floating depot to be used during the 
Cuban emergency, The conferees decided that two vessels vould be required 
for this purpose and that they would be outloaded from the ports of Texas 
City and Galveston, Texas, The floating deput vessels were scheduled to 
artive at Mariel Harbor, Cuba, on D-plus~3-days with a stock consisting of 
five days supply of Classes 1, ITI, and IIIA items, Supplies contained in 
the floating deport were to be furnished from Resupply Increment Number 
Thirtgeg, originally scheduled to arrive in the nbjective area on D-plus-13- 
days, 


Accountability for Aerial Delivery Equipment 


oS Based on requirements data developed by the Commanding General, 
XVLIE Airborne Corps, and approved by the Department of the Army, depots of 
the Defense Supply Agency and U, S. Army supply systems shipped considerable 
quantities of heavy drop air items to installations and Intermediate Staging 
Bases in support of Operation Plan 316. As early as 1 November, USCONARC 
directed the Commanding General, Peninsula Base Command, ro give this equip- 
ment his careful attention in order to prevent dispersion, deterioration, or 
damage, The critical nature of the items made essential their maxiaur 
recovery and return to the depot system, The Commanding General, USCONARC, 
stated that no authority had been given ro retain any of these items in excess 
of authorized allowances once the operation was completed, 266 


By mid-November the Commanding General, Third Army, pointed out that, 
while Department of the Army and USCONARC were then working our detailed 
accounting procedures for the items in question, they were actually on Loan 
from the issuing depots co the units for which they were intended, He 
recommended that action be taken to formalize the shipments as a loan of 
depot stock fund-owned property to Fort Bragg, North Carolina, as consigned 
inventory and subsequent issue on loan as temporarily in use to the units 
iavolved. He further pointed out that, in any event, reimbursement for any 
loss, damage, or consumption would be required from some designated station 
which, most probably, would be Fort Bragg. The Commanding General, XVITZ 
Airborne Corps, on the other hand, took immediate exception to the recom 
mendation since the steck in question was located at the various Army Staging 
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Area Commands, and not under the control of Fort Bragg. Meny of the items, 
moreover, would not be used by XVIII Airborne Corps but rather by the Peninsula 
Base Command in support of Task Force 125. For these reasons, he recommended 
that accounting responsibility for the items in question be given to the 
Commanding General, Peninsula Base Comand, and that the,jrems be further hand 
receipted to the appropriate Army Staging Area Commands. This matter was 
settled a short time later by the scand-down in readiness conditions which 
permitted the return of the items to the depot systen, 


Readiness Status of the 5th Infanery Division (Mechanized) 


ge Because of the consideration given by the Joint Chiefs of Staff co 
the use of the Sth Infantry Division (Mechanized) as a back-up reserve for 
Operation Flan 316,268 USCONARC forwarded the unit's Operational Readiness 
Report to Department of the Army on 21 November 1962. This report indicated 
that the division had completed pertinent Army Training Tests under the ROAD 
concept and that it had attained a satisfactory state of operational readiness 
commensurate with certain personnel and equipment shortages. Specific equip- 
ment shortages in certain areas had a significant bearing upon the division's 
actual operational readiness, For example, the Aviation Battalion, the Air 
Cavalry Troop, and the Brigade Aviation Platoon were not considered operational 
because of equipment shortages, The ratings of certain divisional units, 
noteovex, included the relatively low scores of τῇ and C-5 in repair parts. 
Despite these limiting factors, the Commanding General, USCONARC, did feel 
thar the 5th Infantry Division (Mechanized) could assume a STRAC mission 
providing that Department of the Army would accept the limitations. At the 
same time, he pointed out chat assignment of this division to the Operation 
Plan 316 Troop List would require that it be brought to full operational status, 
a step which could aot be accomplished from resources available co USCONARC 
without depleting the equipment already assigned to other high priority units“ 
While the Joint Chiefs of Staff, by mid-November, earmarked the Sch Infantry 
Division for future augmentation of Operation Plan 316, the Department of the 
Army reiterated its position that the division's supply priorities would not 
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be raised, Tne Commanding General, USCONARC, repeated his request on 24 
November that supply priorities be increased for the division in order co 
bring it up to the readiness status established for other forces under che 
operation plan, This request still had not been answered by Department of 
the Army at the time that the stand-down in readiness conditions occurred, 
thereby lessening the urgency of this action. 270 


Ordnance Support Requirements τα Peninsula Base Command 


7 a The planned amphibious exercises for Task Force CHARLIE using Fort 
Lauderdale (Port Everglades), Florida, as an outloading port created a 
maintenance problem for the Peninsula Base Command which had not been foreseen 
by the planning staffs, A planned density of 100 tracked vehicles and approxi- 
mately 300 wheeled vehicles created a requirement for maintenance support on a 
continuing basis, Because the Fort Lauderdale area contained no ordnance 
support other than that organic to the armored units, the Conmanding General, 
Peninsula Base Command, requested the attachment of a forward support platoon 
of an Ordnance direct support company to his command, The selected unit would 
have co carry a parts load comnensurate with che planned density of vehicles. 
Wichia chree days USCONARC selected one Direct Support Platoon (patagraph 10, 
TOE 9-7D) of the 618th Ordnaace Company (Direct Support) at Fort Stewart, 
Georgia, for chis mission and added it to the troop list of forces supporting 
Task Force 125 in the Florids area. The Commanding General, Third Army, was 
directed to bring the unit up to strength in both personnel and equipment to 
include the spare parts for the plgyned vehicle density and prepare it for 
movement within seventy-two hours, ἢ 


Clothing Problems 


At the time that Task Force CHARLIE and other elements of the lst 
Armored Division were ordered into their pre~positioned location at Fore 
Stewart, it was assumed that they would be there for only a short period of 
time before deploying inte the objective area and the personnel were limited 
in the clothing authorized for shipment. By 27 October, however, the Commanding 
General, USCONARC, authorized the ist Armored Division commander to ship such 
individual winter-type and garrisoa-type clothing for all troops at Fort 
Stewart as he deemed necessary, Clothing was to be shipped with the last 
elements of the division leaving Fort Hood. The USCONARC commander pointed 
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out that if Operation Plan 316 were implemented by that time, winter clothing 
far Task Force CHARLIE need not be shipped unless the division commander so 
desired. At the same time, General Powell authorized the ist Armored Division 
to ship the same types of clothing for units in the On-call Echelon, as well 
as for other divisional elements which might be remaining at Fort Stewact for 
a longer period of time. 


Enlisted personnel on temporary duty in the Support Area -- the 
state of Florida -- of Operation Plan 316 were in much the same condition 
regarding clothing, since they moved {nto the area rapidly and without the 
normal alert time. The conditions surrounding the alerting of troop units, 
moreover, were such that individuals could not be properly equipped at their 
home stations, Since the Commanding General, USCONARC, considered the khaki 
sumnet uniform essential for maintaining an acceptable soldierly image during 
the emergency period, he requested authority for, and the Department of the 
Army approved, a gratuitous issue of one complete sumer khaki uniform -- 
shirt and trousers ~~ to all troops located in the support area, USCONARC 
estimated requirements for this purpose were 6,000 sets of trousers and 


shires.@ 


Conmunications Problems 


Ogg of the major problems in the Forward Area -- the state of 
Florida -- was the provision of an adequate communications net for 
Headquarters, USARLANT Forward, For example, that headquarters on 27 October 
requested the provision of three circuits (two telephone and one classified 
celecype) from its headquarters area to each base within the forward area. 

By 6 November only one telephone circuit had been provided to each of the 
following staging commands: Sanford Naval Air Station and MacDill, McCoy, 
Patrick, and Tyndall Air Force Sases, As the Chief of Staff, USARLANT Forward, 
pointed out at that time, the operational capability of the forward headquarters 
was dependent upon 4 c mpletely responsive communications system. This 
deficiency in communications seriously affected the headquarters’ operational 
readiness, At the end of the operation, the Chief of Staff, USARLANT Forward, 
indicated tha: the majer problems in developing a proper communications net 
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for that headquarters covered the broad fields of organization, personnel, and 
equipment, He pointed out, first of ali, that the organization which supported 
USARLANT Forward was put together from all over USCONARC, This procedure was 
not only wasteful of time, equipment, and manpower but, in many instances, it 
disrupted communications at the stations which furnished the units in question. 
Not only was the provisional communications system wasteful of manpower, but 

it did πος even provide the properly trained manpower where it was needed, 

Por example, telephone operators were aot furnished in the required numbers and 
so had to be trained on-the-job or in company areas. Then too, much unneces- 
saty, critical communications equipment was brayght along with the units while 
other equipment which was sorely needed in the forward area was not furnished 
in sufficient quantities, In addition, certain items of equipment which were 
furnished such as radios, did not possess che required characteristics. As a 
result, satisfactory radio comtunications were not establéahed during the 
entire operation, It was the considered conclusion of the USARLANT Forward 
staff that alternate means of communications -~ i.¢., other than land lines -~ 
would have to be established. It was evident in this regard that a single act 
of subversion at Homestead Air Force Base could destroy all the lang lines 
leading from that installation, USARLANT Forward was in the process of de~ 
veloping such an alternate means of communication using a combination δά radio 
and microwave relay, when the troop redeployment was ordered by higher 
headquarters, The radio equipment which was required to provide these backup 
communications, powever, had to be obtained from several services within the 
USCONARC area.*/? This was considered to be a continuing problem; the 
Commanding General, USCONARC, at the time of directed troop redeployment, 
pointed out that the pregervation of the communications net in the forward area 
was a matter of urgency. 


Personnel Problems 


General Personnel Picture??? 


ww The U, S, Army Strategic Capabilities Plan (ASCP) required che 
Commanding General, USCONARC, to maintain assigned units of the United States 
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Strategic Army Corps (STRAC) at a prescribed state of readiness as a matter 
of priority in accordance with the policies and requirements prescribed by 
the Department of the Army, This same plan defined the minimum personnel 
maintenance criteria which had been established for these units as not less 
than 90 percent deployable strength for STRAC I units and 85 percent for 
STRAC IL units. Although approximately one-half of the units involved in 
Operation Plan 316 had reached, or slightly exceeded, this level by 30 
September 1962, a shortage of resources had resulted in the bulk of the 
remainder being at or above only 80 percent deployable strength. Priority 
in hard skill Military Occupational Specialties (MOS) which were in short 
supply world-wide -- particularly aviators and aviation maintenance and 
signal operations specialists -- had been given by higher authority to units 
committed to Southeast Asia at the expense of those assigned to Operation 
Plan 316. USCONARC's personnel priority was lower than that of both ὕ, 8, 
Army, Europe, and Eighth U. S. Army in the Far East. Consequentiy, the 
remaining resources were apportioned in favor of these latter commands. 


wh When Department of the Army directed the highest priority for 
Operation Plan 316 units in mid-October, Headquarters, USCONARC, iu curn, 
directed the CONUS Army commands to earmark troops for possible attachment on 
a temporary duty basis to the units in question, The Department of the Army 
directive also provided that the minimum personnel maintenance criteria for 
the units in question was to be 90 percent deployable strength. USCONARC 
directed the Armies to begin actual movement of the earmarked individuals on 
23 October. Lnttially, 811 individuals within USCONARC jurisdiction and nor 
already assigned to such units were considered as available for this temporary 
duty, Subsequently, cettain exceptions were made ta this rule, 


DSCONARC had exhausted all its possible resaurces by 28 October 
Since it had already placed some 1,200 officers and 6,000 enlisted men on 
temporary duty, As a result the Command requested assistance from Department 
of the Army on that date, specifically asking for an additional 1,600 enlisted 
men for the ist and 24 Infantry Divisions and the ist Armored Division. 
Subsequently, the requirement placed on Department of the Army was raised to 
approximately 150 officers and 5,000 enlisted men, Initially, the Office of 
Personnel Operations (OPO), Department of the Army, was of the opinion that 
USCONARG possessed sufficient resources of personnel not committed to Operation 
Plan 316 to meet the additional requirements. USCONARC, on the other hand, 
successfully pointed out that limitations had been placed on the Conmand's 
resources as a result of requirements imposed by the Joint Chiefs of Staff to 
maintain those units which were committed to other high priority operations 
plans, the personnel of which could not be used to meet additional personnel 
requirements for Operation Plan 316, The Department of the Army eventually 
assigned 13 officers and allocated 3,200 enlisted men against the USCONARC 
requirements for Operation Plan 316; ali of the enlisted men were actually 
assigned to Operation Plan 316 units, An additional 137 officers were earmated 
for possible temporary duty by Department of the Army in the event chat chey 
were needed. 
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ws At the end of the operation, the Commanding General, USCONARC, felr 
“that his Command had mace the most judicious use of the limited personnel 
resources which were available, ΟΕ the 308 units involved in the Operation 
Plan, ali but 53 were at, or above, 90 percent deployable. strength on the Last 
day of November. Those betow this figure included Civil Affairs, Military 
Intelligence, and Medical units whose specialist or professional elemencs had 
been earmarked but had noc as yet joined their organizations. In addition -~ 
with the exception of those hard-skill Military Operating Specialties which 
were in world-wide short supply -- USCONARC was able to support concurvently 
not only the units assigned to Operation Plan 316 but those assigned to other 
high priority operation pl'ans, as well. 


Deployable Personnel Strengths 


cet While many personnel matters were of great concern to USCONARC, one 
of the most pressing at the outset of the operations was that of getting 

enough fillers to enable units to deploy to the objective area with their 
minimum deployable strengths. A cotal of 263 combat and combat support units -- 
exclusive of Third Army Support Plan units -- were committed to the Cuban 
operations and USCONARC in conjunction with Department of the Army established 
the minimum deployable strength for these units at 90 percent of authorized 
strength. At the beginning of the crisis, only 125 anits out of ehe total of 
263 met chis minimum deployable criteria, An additional 26 units were at 85 
percent of authorized strength; 28 units were in the 80 through 84 percent 
bracket; and 24 units were actually below the 80 percent level. The most 
important units in this latter category vers those of the 24 Infantry Division 
which were scheduled to participate both in the Surface Echelon of the Operation 
Plan and in the Floating Reserve, The Comnanding General, Third Army, notified 
USCONARC on 25 October that three battle groups of the 2d Infantry Division 
were in the 70 percent bracket with the 2d Battle Group, Ist Infantry, standing 
at 72.1 percent, USCONARC immediately furnished some 400 fillers to bring them 
as close to minimum deployable strength as possible. 


ro While the airborne divisions were customarily authorized to deploy 

With any assigned overstrengthg because of the severe casualties expected in 

the initial airborne assault,*/? the actual deployable strength of the 82d and 
278. 


(1) Briefing for Def Sub-Com, House Com on Approp, by Gen. H. B. 
Powell, CG USCONARC, 21 Jan 63, subj: Review of Cuban Situation, Slide #31. 
(TOP SECRET). (2) Msg (USCONARC In M-215527), CG Third Army to CG USCONARC, 
DEG 2515062 Oct 62, with pencilled nore, sgd by Lt. Col. J. R, Darden, 
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list Airborne Divisions was considerably less than the combined assigned and 
attached strengths, a fact which proved a point made earlier that there 
sotietimes was a considerable difference between authorized strengths, present 
for duty strengths, and deployable strengths. To bring home this example, 
the Deputy Chief of Staff for Personnel, Headquarters, USCONARC, compiled a 
lise of the major participating units τα along with other division-sized 
units τὸ on 5 November, contrasting their combined authorized/attached 
strengths with their deployable strengths, as follows: 


ASSIGNED and/or DEPLOYABLE 

UNET TDY STRENGTHS _ STRENGTHS. 
82d Airborne Division 11,751 11,120 
10lst Airborne Division 12,105 11,513 
ist Inf Div 9,549 8,929 
24 Infantry Division 13,535 af 12,632 
ist Armored Division 16,463 15,511 
Ὁ Co (Lt Tank), 66th Armored Βα 118 107 
ise Battalion, 92d Field artillery 385 555 
2d Batcalion, Lith Field Arcillery 500 461 
2d Battalion (Med Tank), 69ch Arsor 149 bf 763 
Sach Artillery Group 133 126 
524 Artillery Group 119 11: 
8th Baccalion (Med Tank}, 34ch Armor 766 706 
34 Battalion, L6th Field Artillery 512 482 
2d Armored Division 14,514 42,784 
4th Infantry Division 12,422 31,039 
5:8 Infantry Division 16,085 14,793 


a Includes strength of 24 Battalion (Med Tank), 69th Armor 
B/ Assigned to 2¢ Infantry Division 


PS Vigorous action on the part of both USCONARC and the Department of 
the Army brought about a considerable improvement in the deployable strength 
status of the units concerned, This improvement came mainly from the 
actachment, on a temporary duty basis, of some 1,200 officers and 6,000 
enlisted men in accordance with previous plans. By 13 November, 2 total of 
210 units were above the established minimum of 99 percent of authorized 
strength. Of the 33 units which were still below the pres¢ribed minimum 
standard on that date, only 7 were below 80 percent of authorized strength, 
By the end of November an additional 45 units supporting the Operation Plan 
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wete in the Forward Area bringing the total number of units involved in the 
entire operation to 308. As of 27 November 1962 the deployable strengths of 
all but 53 of the 308 units were at or above 90 percent. As was noted earlier, 
many of these units were Civil Affairs, Military Intelligence, or Medical units 
whose professiona} pr Specialized elements had been earmarked but had never 
joined the units. 


Filler Personnel 


we As early as 16 October USCONARC alerted the six CONUS Armies and 
the Military District of Washington to be prepared to provide filler personnel 
for all units involved in Operation Plan 316 so as to bring them up to minimum 
specified deployable strengths, The commanders concerned were to be prepared 
to furnish fillers originally on a temporary duty basis. Certain rules 
regarding deployment qualifications were relaxed on 21 October when USCONARC 
changed criteria pertaining to the expiration of term of service (BIS) of 
entisted personnel to permit the use of any and all men whe could complete 
twenty days of service in an objective area prior to return to the United 
States for sepatation, Actual fill of the Operation Plan 316 units began on 
23 October when the Commanding General, USCONARC, directed his Army commanders 
to place all personnel, who had been earmarked in compliance with his previous 
directives, on temporary duty with the appropriate units. All such personnel 
were instructed to report immediately te the selected unit. The Army commanders 
were additionally instructed to fill troop list units to minimum deployable 
strengths and to make every effort to 111 them to 100 pereent of authorized 
deployment screngths as indicated in Annex B of Operation Plan 316. At the 
same time, they were authorized to recall personnel from leave and from 
temporary duty status with the exception of those attending schools. A few 
days later, USCONARC pointed out to the Army commanders that any filler 
personnel who were returned to home station for expiration of term of service 
were to be immediately replaced in the same unit by equally qualified fillers 
from resources available to the respective commander, This method of filler 
replacement was necessary in order to maintain deployneng gtrength and 
operational capability of those units receiving fillers. 
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its a. Personnel Exemptions. In order to preclude personnel turbulence 
in those units committed to the Troop List of Operation Plan 316, Headquarters, 
USCONARC, requested the indefinite suspension of certain personnel actions, 
including duty with civilian components, overseas assignment except with che 
unit to which the person was assigned, recruiting duty, reassignment for other 
than compassionate reasons, re~enlistment options which would lead to 
reassignment, and curtailment of the tour of duty to attend a civilian school 
or for seasonal employment.“83 The Department of the Army relieved sll person- 
nel in units listed in STRAC Operation Plan 316 from complying with overseas 
assignment instructions with the exception of those already in receipt of 
teassignment orders or alerted for reassignment to U. 8. Army, Pacific, to 
include Hawaii, Eighth U.S. Army, U. 8. Army Ryukyu Islands, U. 8, Army Japan, 
Vietnam, any Military Assistance Advisory Groups (MAAG), or as Military 
Accaches. Personnel, however, who had already departed their home stations 

or who had taken preparatory actions which w 1d cause a personal hardship if 
their orders were revoked τ e.g,, sale of house or movement of household 
goods -- were directed to comply with their current reassignment orders. These 
exceptions were reconfirmed to the let Armored Division on 28 October, even 
though that unit was preséing for any advantage which would enable it to reach 
100 percent deployable strength. 


At the time that che CONUS Army commanders were alerted to prepare 
filler personnel for Operation Plan 316 units, USCONARC flatly prohibiced 
them from including personnel of service schools or training centers in such 
actions, This stand was somewhat modified after the actual £ill of the 
pertinent units had been initiated. The Commanding General, USCONARC, 
pointed out on 26 October that the continued operation of each and every 
service school wes mandatory even during the current emergency. For that 
reason, no levies would be placed on any USCONARC-controlled school unless he 
had given specific instructions or prior approval of the action. Three days 
later, the Department of the Army entered the picture when they repeated the 
stand of USCONARC that the continuation of the Army School System was mandatory, 
and further, prohibited any levying of students or further levying against the 
faculties of the schools without priot approval by the Department, itself, 
Any exceptions to this directive which might be recommended by USCONARC would 
have to be submitted to Department of the Army on a by-name basis for 
individual action. This meant that any request for personnel attending ὁ 
service school or for a member of one of the school Eaculties would have the 
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approval of both USCONARC and the Department of the Army. At the same time, 
the Department of the Army turned down a request by USCONARC for authority 
to levy, students attending the current course at the Command and General Stafé 


School. 2 


a Six-month trainees under the provisions of the Reserve Forces Act 
were in many instances attached for training purposes to units assigned to the 
Operation Plan 316 Troop List, Shortly after pertinent units were alerted for 
movement, the Commanding General, USCONARC, directed that all RFA personnel in 
this category be inmediately relieved of attachment to such units and trans~ 
ferred to an appropriate non-participating unit or to non-participating elements 
of a larger unit, Et was the desire ef both USCONARC and the Department of the 
Army that che training of RFA,personnel suffer a minimum of disruption even 
during the emergency period.“ 


A b, Failure of USCONARC Resources. Before the end of October, 
USCONARC forwarded a request to the Office of Personnel Operations, Department 
of the Army, for approximately 1,550 personnel to fill specific Military 
Occupational Specialties which it had been unable to fill from its available 
resources and increased this number by 2,000 within the next few days. In 
answer to these requests, OF0 pointed out that Department of the Aray possessed 
negligible manpower resources outside of USCONARC to meet such needs, Sefore 
action could be determined on these requests a complete re-evaluation of the 
personnel status of all commands and units would have to be made on an Army- 
wide basis. Such a re-evaluation could not be made, however, until a complere 
report was received from Headquarters, USCONARC, as to the number of personnel 
placed on temporary duty to Operation Plan 316 units, In order to aid in this 
re-evaluation, the Coumanding General, USCONARC, pointed out to Department of 
the Army that he was committed to support not only Operation Plan 316 but also 
Operation Plans $20 and 521 and the Joint Defense Plan for the Florida Keys 
(JDP-ELAK). Definite deployment strengths for all units coumitted to the 
above-mentioned operations plans had been specified by the appropriace Joint 
or Combined Commander and directives had been issued which required USCONARC 
to maintain such minimum strengths. In addition to these limiting factors, 
General Powell reiterated the fact that Department of the Army itself had 
eliminated school personnel from consideration in this regard, He, as 
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Commanding General, USCONARC, had taken every possible action within his 
authority to transfer available personnel to support his operational require= 
ments, Moreover, at the time he was providing this information to Department 
of the Army, service schools, Army Training Centers, CONUS Amy operations and 
uncommitted Strategic Army Force (STRAF) units were already operating on a 
marginal basis, particularly in the areas requiring those combat and combat 
support Military Occupational Specialties which USCONARC had requested 
Department of the Army co furnish, Although the 2d Armored and 4th and Sth 
infantry Divisions were committed to other operation plans as indicated earlier, 
General Powell had reduced their present for duty strength to the minimum 
necessary to support the appropriate plans, All personnel made excess by these 
actions were transferred τὸ other units. Department of the Aray, on the other 
hand, seemed to have an idea that USCONARC possessed an appreciable pool of 
uncommitted manpower, To refute this feeling, General Powell pointed out that 
the present for duty strength in most USCONARC units was less than the total 
assigned strength of that unit and, what was mote, deployable strength was 

even less than present for duty strength. Many individuals carried on morning 
reports as assigned to a particular unit did not meet the criteria established 
for filler replacement in the units committed to Operation Plan 316. Moreover, 
many categories of personnel assigned to USCONARC units were not available to 
meet those requirements which that Command had asked the Department of the 
Army to provide. These particular categories included: personnel on leave or 
on travel status while co or from an overseas assignment; personnel on temporary 
duty to service schools; personnel with unrelated Military Occupational 
Specialties; those who were physically unqualified; personnel on levies to 
exempted overseas areas; personnel with a short period for expiration of term 
of service; and those who were already on temporary duty to units committed to 
Operation Plan 316. In General Powell's opinion, he had no further personnel 
resources available for use without sacrificing his mission or degrading it to 
an unacceptable degree.28? As was indicated earlier, Department of the Army 
recognized the validity of General Powell's arguments and made some attempts 

to meet the personnel requirements of the Command. 


w cs. Erofessional Medical Personnel. Professional medical personnel 
was one category which helped create serious problems during the Cuban Crisis. 
This category was in short supply not only in USCONARC but also Aray-wide, and 
the requirements to support Operation Plan 316 had to be met from this limited 
supply. As a result, when certain medical units were pre-positioned at Fort 

Stewart, Georgia,<8® they were instructed to move only with assigned personne} 
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and informed that professional medical fillers would be attached to the 
particular units at the time that they received their port calls. Several of 
the more specialized medical units were directed to move, less all professional 
personnel who would be provided only upon orders of USCONARC,289 By early 
November, the shortage of medical people called for soma drastic policies, 
particularly since those in the pre-positioned units were not being used to 
their full professional capacities and since Operation Plan 316 was not being 
immediately implemented, The Commanding General, Peninsula Base Command, was 
directed on 10 November to return the maxinnun number of professional medical 
service personnel to their home stations as soon as possibie. Exempted from 
this directive were all unit commanders, personnel on duty in Third Army fixed 
hospital facilities, and those required for medical support to Army troop units 
and individuals at Opa Locka Air Force Base and at the various Army Staging 
Area Commands. He was also directed to consider the use of existing Air Force 
medical facilities for suppore of U, 5S. Army troops in the area which was 
Supported by che 3d Field Hospital, ALL officers of the 46th and 62d Medical 
Detachments, to include the commander, and all anesthesiologists were to be 
immediately returned to their home stations, All personnel who were relieved 
of their current duties as a result of this directive were to be placed on a 
forty-eight hour alert status as soon as they reached their home station so 
that they would be availabie to join their proper units if necessary. 


4. Replacement Packets, Originally the 2d Armored Division and the 
5th Infantry Division (Mechanized) were directed to earmark cettain individuals 
to be used as replacement packets for emergency conditions. The 2¢ Armored 
Division was to provide one Armor Overseas Replacement Packet while the $th 
Tafantry Division was to provide two Infantry and one Artillery Gverseas 
Replacement Packets, The two divisions were informed by USCONARC on 23 October, 
that they were to continue to identify the earmarked packets as such, but that 
positively no action was to be taken to either alert or move the personnel in 
question. At the same time, both divisions were warned that the Comnanding 
Generals of the Fourth and Pifth Armies, respectively, could not consider 
personnel of the two divisions for use as filler personnel to fill the require- 
ments placed upon them by USCONARC, This directive was relaxed to a certain 
extent with regard to the Sth Infantry Division in that any overstrength 
personnel of that division could be used as fillers, This action seriously 
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limited the capability of the Fourth and Fifth Army commanders to furnish the 
filler personnel required for support of Operation Plan 316,29 


φῳ e. Use of SERAC Unit Personnel. Because of the Limited manpower 
resourses which were available for filler action to bring Operation Plan 316 
units up to designated deployment strengths, the CONUS Army commanders very 
early in the exercise requested authority to use troops of STRAC units which 
were not committed to Operation Plan 316, During these inigial stages, che 
Commanding General, Second Army, was given such auchority, On 13 November, 
on the other hand, a similar request from the Commanding General, Third Army, 
resuited in a limitation being placed on the use of such troops. Ac chat time, 
General Powell directed that STRAC units which were not committed ro Operation 
Plan 316 could nge be levied beyond the prescribed minimum personnel mainte- 


nance standards, 


Replacement Policy for Operation Plan 316 Units 


we A necessary adjunct to any plans which invelved combat operations 
was a workable replacement policy to insure adequate numbers of properly 
trained personnel for che combat units, While the plans and supporting plans 
did make provisions for personnel replacement, certain revisions to that 
policy were necessary, The Commanding General, USCONARC, published his 
revised replacement policy on 23 October which provided that there would be 

no automatic shipment of replacements to the objective area and chat Department 
of the Army would furnish replacements based on actual rather than on estimated 
losses. All requisitions for replacements, based on actual losses, were to be 
submitted by che Army Task Force Commander directly to the Office of Personnel 
Operations, Department of the Army, with only an information copy to the 
headquarters of USCONARC and USARLANT Forward. All initial requisitions for 
replacements were to be submitted on D-plus~7~days with the actual replacements 
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scheduled to begin arriving in the replacement staging area by D-plus-l1-days. 
Subsequent requisitions were to be submitted every seven days thereafter but 
emergency tequisitions could be submitted at any time, The Department of the 
Axmy agreed to provide an advance allocation of 2,000 replacements who could 
be applied toward the initial requisitions. The Commanding Ganeral, Third 
Army, was to establish and operate a staging area at Fort Benning to receive, 
process, and forward to the objective area those replacements which were 
provided by the Department of the Army, for which purpose the 90th Replacement 
Battalion of Fort Lewis, Washington, was made available co him, Within the 
objective area itself, the 2d Infantry Division Replacement Company was 
responsible for operating the requisite Replacement Genter. 


we This replacement policy was once again revised on 9 November to 
provide for some necessary refinements in the process and to take into 
consideration any changes in command jurisdiction, support responsibilities, 
ete., By that time it was decided that the advance allocation of 2,000 
replacements to be provided by Department of the Army would te of representa 
tive combat Military Occupational Specialties, These men would be shipped to 
Fort Benning Seginning on E-day and would be used to satisfy any requirements 
for emergency replacements then on hand with the remainder to be applied 
toward the initial requisitions. While the channels for submission of 
replacemenc requisitions remained the same, the time Frame schedule was altered 
to provide for the submission of initial veplacement requisitions on D-pius- 
I-day, with subsequent requisitions to be submitted on ἃ daily basis thereafter, 
The Commanding General, Third Army, still retained the responsibility for 
establishing and operat. 1g a personnel replacement staging area at Fort 
Benning using the 90th Replacement Battalion. He was now, however, to receive, 
process, POR qualify, and forward replacements only to designated ports and 
airfields on the call of the Commanding General, Peninsula Base Command. The 
latter commander had the Fesponsibility for issuing port calls to the 
appropriate commander -~ either an Army Staging Area Command or the 90th 
Replacement Battalion ~~ for the movement of the replacegent packets from the 
staging area to replacement units in the objective area. 


Lack of Airborne Volunteers 


or As preparations went forward for the implementation of Operation 
Plan 316, great emphasis was placed upon the fill of the tvo airborne divisions 
and the provision of properly trained replacements during combat operations. 
The initial success of the assault phase depended upon these divisions which 
would provide a secure beachhead for che amphibious assault wave. Because of 
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the peculiar requirements of che airborne divisions, vacant positions could 
not be filled except by airborne-crained troops, a limitation repeated by 
Headquarters, USCONARC, on 2 number of occasions. Early in November, when 

it became evident that the umber of airborne volunteers in the Aray Training 
Centers was not sufficient to support the replacement requirements of USCONARC's 
airborne forces, General Powell directed his subordinate Army commanders to 
take immediate steps to encourage ali eligible enlisted men to volunteer Sor 
airborne duty, To this end he established input goals for volunteer airborne 
training as follows: 3,700 during the month of November 1962, 3,800 during 
December, 3,500 during January 1963, 4,000 during February, and then 3,300 

for each month from March through June of 1963. At the same time, USCONARC 
reviewed che personnel requirements and facilities of the Basic Airborne 

School and decided that it had the capacity to expand its current training 

load to 750 a week, When and if USCONARC noted that the trend in airborne 
volunteers showed an increase, action would be taken to provide the additional 
spaces and people to support the anticipated increase in the training load, 

Tt was hoped that these actions, if made a matter of priority for ali τοῦς 
cerned, would provide adequate trained replacements for USCONARC’s airborne 
forces. 


Recomputation of POR Qualifications 


et One of the major problems im connection with determining the 
deployable strength status of units participating in Operation Plan 316 was 
the application of Preparation for Overseas Replacement (POR) qualification 
exiteria. In order to permit che deployment of units as close to 100 percent 
of authorized strength as possible, criteria pertaining co Expiration of Term 
of Service was modified to permit deployment of all personnel who could 
complete at least twenty days in an objective area prior to return to the 
United Stares for separation.298 This procedure, however, envisioned the 
implementation of the operation plan within a matter of a few days after the 
initial alert, As time passed, and the units remained on alert status, their 
requirement for reporting deployable criteria continued and became of more 
importance. Since the possibility of implementing the operation plan did not 
diminish, the ahert status of the units and the fact that deployment strength 
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had to be kept at the prescribed minimum, created problems for Headquarters, 
USCONARC, Even when the Joint Chiefs of Staff proposed a stand-down in readi- 
ness conditions and a return of all units to their home stations, the 
possibility remained chat the plan still might be implemented. For that 
teason, USCONARC revised its policy for the computation of POR qualifications 
for units committed to the Operation Plan directing CONUS Army commanders on 
23 November to use 20 December as the cut-off date for POR qualification 
criteria until 15 December, If no port call had been established for the 
participating units at that time, ἃ cut-off dace of 10 January would be used 
until 5 January; POR qualification dates would be advanced in semi-monthly 
increments as required, 


Need for Recal} of Reserve Personnel 


As a result of the previously described Joint Chiefs of Staff plan 
for beefing up Operation Plan 316, CINCLANT reconmended additional forces for 
inclusion In the troop list of the operation plan. Upon receiving the list of 
additional forces recommended for inclusion, the Commanding general, USCONARC, 
iHf6imed Department of the Army that he had already exhausted chose personnel 
resources which would be required to bring such add‘tional units up to 90 
percent deployment criteria, In all, the addition of the recommended units 
would require a total of 2,231 fillers, which USCONARC could not provide, 300 
Once again his ability to provide the filler replacements, which he indicated 
by grade and MOS, was practically nonexistant, since they could not be 
provided by USCONARC without seriously affecting the slready marginal oper- 
ational capabilities of service schools, Army Training Centers, and other 
essential service activities, In view of che numbers and criticality of the 
HOS's required, General Fowell requested that Department of the Army consider 
establishing a program for the recall of volunteer reservists to extend active 
duty, Such a program would be of material benefit in providing an additional 
source of critical skills, affording a reservist an opportunity to demonstrate 
his obligation to duty and country, and actively manifesting the “One-Army” 
concept, Once again the problem was overtaken by events and the lifting of 
the naval quarantine on 22 November lessened the need for additional troops in 
the operation plan. 
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Augmentation of ARADCOM Units 


The Army Air Defense units which USCONARG had to provide to augment 
the U. S, Continental Air Defense Command (CONAD) in the Florida area, were 
not part of the troop list for Operation Plan 316. While these units remainad 
assigned to the appropriate Army Command subordinate to USCONARC, they vere 
attached for operational control to the U. 5. Army Air Defense Comuand 
(USARADCOM). For example, the two HAWK battalions τα the 6th Missile Battalion, 
65th Artillery, and the &th Missile Battalion, iSth Artillery -- along with 
their supporting units were assigned to the Second and Sixth Armies, respective-} 
ly, ΔῈ the time that they were first required for air defense missions in the 
Florida area, the respective Army commanders were directed to fill all existing 
enlisted vacancies in these units from all resources available to their commands 
with the exception that troops would not be taken from Operation Plan 316 units, 
Personnel were to be selected without reference to the status of the present 
assignment of their parent unit or their individual status other than sick, 45) 
hospitalized, or on temporary duty outside the Army commander's jurisdiction, 


Once the units had passed to the operational control of the U. 8. 
Army Air Defense Command, the question of replacements and filler replacement 
presented a problem, For example, on 6 November, che Commanding General, 
USARADCOM, notified USCONARC that, while the 13th Artillery Group was authorized 
sufficient personnel for the operation of a communications center, certain 
shortages existed which affected the accomplishment of the missions which he 
had assigned to the unit, He requested General Powell to take necessary action 
to fill any shortages in the 13th Artillery Group's personnel authorization 
which were required for full time operation of a communications center, to 
include replacement of individuals who did net possess a SECRET security 
clearance and who were not sufficiently trained. (Ke pointed out the existence 
of an inexgerienced personnel situation which could only result in security 
compromises during the operation of a communications center. )39? vusconarc 
nonconcurred in this request on the grounds that the unit remained assigned to 
Second Army, and that it possessed sufficient personnel to carry out its 
assigned mission within Second Army. The request for replacement personnel 
resulced from the assignment of an additional mission by the Commanding General, 
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USARADCOM, and he, therefore, should furnish the additional personnel. This 
information was relayed to the U. S. Army Air Defenge Command by Second Army 
on 16 November 1962, 903 


Problems with Combat~Ready Troops 


A serious problem soon atose with the airborne troops which were 
alerted for a possible air assault on the island of Cuba. As early as 26 
Gctober, the XVIII Airborne Corps commander notified General Powell that the 
troops of the two Airborne divisions were at such a state of anticipation that 
che division commanders were “having a hard time keeping the lid on the pot.” 
In order to keep the airborne troops busy until such time as thetoperation plan 
was actually implemented, he recommended the conduct of local field exercises 
of a type which would not increase the load out time of the airborne units in 
excess of six hours or would not diminish the units' equipment readiness. For 
this purpose he requested that CINCLANT dispatch the Forward Air Control 
Parties and ANGLICO 3% teams to their posts with Corps headquarters and the 
headquarters of the two divisions just as they would in case Operation Pian 
316 were implemented, These parties were required to report to Fort Bragg, 
Worth Caroline, and Fort Campbell, Kentucky, aot later than 0900 hours on 
29 October for a seventy-two hour period, The Chief of Staf£, U§GONARC, gave 
approval to this recommendation on the same day it was received."“> This 
problem of "keeping the lid on” was to remain for all troops as long as they 
were held in an alert status for the implementation of 6 combat assault which 
never took place. 


Problems of Subversion 


Attempted Subversion in the Florida Area 


(FOUG) ‘The pre-positioning of troops, supplies, ammunition, ete., in the 
Forward Area was expected to attract many attmepts at subversion, It is 
perhaps significant that only one such overt attempt was made during the 
entire operation in the Forward Area and, interestingly enough, ἐς did not 
involve ἃ Cuban National as might be expected. A civilian, Austin L, Smith, 
sustained a gunshot wound in the left arm as a result of a shot fired by 
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$p/4 Ailen Bryant, Company B, 2d Battaion, 315: Infantry, at approximately 
1000 hours, 25 November 1962, Sp/4 Bryant, a military guard on post at 
Masters Airfield near Opa Locka Air Force Base, detained Smith for questioning 
after he discovered him intruding near the ammunirion dump, Smith allegedly 
tried to escape while Sp/4 Bryant was phoning for instructions. Smith was 
created at the 15th Field Hospital for a flesh wound on the left arm and was 
later evacuated to Jackson Memorial Hospital, Miami, Florida. 
referred to the Federal Bureau of Investi; 
Smith from U, 8. Military jurisdiction, 30! 


The case was 
gation for custody which renoved 
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COMMAND AND CONTROL FUNCTIONS 


oe The delineation between “command and “operational control" of U. 8. 
Army troop units was ἃ source of some confusion during the Cuban Crisis. 

Since the units involved in this contingency-type operatien were based in the 
continental United States, they were assigned to the Uoommand" of the Coumand- 
ing General, U. 8. Continental Army Command (USGONARG). Because of the many 
factors which influence the modern military control picture, “operational 
control" does not always rest with the particular commander having "command 
jurisdiction. “Operational control" was but a facet in the over-all command 
responsibilities and involved mainly the composition of subordinate forces, 

the assignment of specific tasks, the designation of objectives, and the 
authoritative direction necessary to accomplish a pertinent mission. Not 
included in the concept of “operational control” were such comand prerogatives 
as administration, discipline, internal organization, and unit training, 


A The establishment of ἃ unified command by the Joint Chiefs of Staff 
necessitated the assignment of troops of several services in order to accom- 
plish the mission assigned to that particular coumander. Such assignment, 
however, entailed only “operational control" of the units and did act include 
such responsibilities as the provision of filler and replacement personne 
for the units concerned, the development of proper tables of organization and 
equipment (TOE) for a particular type unit, or even the specific training pro- 
gram which a unit pursued in order to attain operational readiness. The U. 8. 
Army units participating in contingency operations were under the "“coumand' 
of ἃ U. 8. Army commander (in this instance the Commanding General, USCONARC) 
but under the "operational control” of a unified commander designated for 
that purpose by the Joint Ghiefs of Staff, 


ht ALL combat-ready forces of USCONARC had been placed under the con- 
tinuous operational control of the Commander in Chief, U. 8. Strike Command 
(CINCSTRIKE), after his coumand was established in late 1961. (Certain 
USCONARG units, such as training units or units assigned as school troops, 
were thus exempted from the operational control of CINCSTRIKE,) These same 
coubat~ready forces, however, were available to other unified coumanders for 
the support of certain contingency plans. CINCSTRIKE, subsequent to March 
1962, was the point of contact for augmentation planning by these other 
unified commanders, rather than the Department of the Army and USCONARC. This 
meant that during planning phases and up to the point of actual transfer of 
operational control by the Joint Chiefs of Staff, 811 USCONARG combat-ready 
troops were under the control of CINCSTRIKE, even though the Commanding 
General, USCONARC, had been assigned certain responsibilities in support of 
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other unified or specified commanders. This situation was further complicated 
by the fact that CINCSTRIKE had certain continuing missions for which he was 
responsible, despite the fact that certain of his troops were subject to 
transfer from his operational control. During the Guban Crisis, as a result 
of these factors, the constant interjection of CINCSTRIKE into an operation 
controlled by CINCLANT created problems for the Cowmanding General, USCONARC, 
which required tactful handling both on his part and on the part of his staff. 
This problem would most probably be repeated ἐπ connection with other unified 
commanders when a similar situation was involved. 


A similar problem cropped up from time to time even at the lower 
levels of command within the USCONARC structure. Units assigned to the com- 
mand jurisdiction of a particular army or corps commander had to be released 
to the control of another commander in order for the latter to carry out 
mission responsibilities assigned in support of an appropriate contingency 
plan. In some cases the established centrol channels did not seem to func- 
tion properly and, at times, appeared to be at variance with actual command 
channels. In other instances, the command prerogatives of certain commanders 
seemed to have been ignored or at least overlooked in the development of 
missions and responsibilities required to carry out and/or support an appro- 
priate operations plan. At times, the command and control channels established 
for CINCLANT's Operation Plan 316 seemed cumbersome and impractical for the 
accomplishment of required tactical missions. Some of the subordinate com~ 
wanders felt, moreover, that since certain of their other responsibilities 
did not diminish in importance, their accomplishment became more difficult 
in view of the confused command structure. 


[0] Some of these conflicts, as well as the υπυξαᾶάγ organizational 
structure, resulted from decisions at a higher level while others were the 
result of USCONARC decisions. Ali of these were problems which were fre~ 
quently inherent within the present U.S. military structusecand, in all 
probability, would occur again in a set of similar circumstances. 


Command Responsibilities of the Commanding General, 
ὑς ὃς. Continental Army Command 


By the time that the various contingency plans for the Cuban area 
were developed aad preparations for the actual implementation of CINCLANT 
Operation Plan 316 had begun, the Commanding General, USCONARC, was simul- 
taneously “wearing four hats." In addition to his primary responsibility as 
Commanding General, U. 8. Continental Army Command, he was concurrently 
designated as Commander in Chief, U. S. Army Forces, Strike Command (CLNC- 
ARSTRIKE), Commander in Chief, U, 5. Army Forces, Atlantic Command (CINCAR- 
LANT), and Department of the Army Coordinating Authority. These three latter 
designations were entirely dependent upon his primary responsibility. 


Commanding General, U. 8: Continental Army Command 


sf Aemy participation in the early phases of contingency planning for 
the Cuban area was the responsibility of the Commanding General, USCONARC. 
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By July 1961, contingency planning had progressed to such a point that che 
Department of the Army -- in compliance with a decision by the Secretary of 
Defense -- directed the Commanding General, USCONARC, to designate an Interin 
Army Component Commander to assist the Commander in Chief, Atlantic (CINCLANT) 
in the subject contingency planning. In addition, as Commanding General, 
USCONARC, he was responsible for furnishing such Army forees ag might be 
required for the execution of the completed contingency plans. 3 


Commander in Chief, U.S, Army Forces, Strike Command 


ΓΑ A new unified command was injected into che picture in October 1961 
when the U, 5. Strike Command (USSTRICOM) was established with two component 
commands, U. S. Army Forces, Strike Command (USARSTRIKE) and U. S. Air Forces, 
Strike Command (USAFSTREIKE). The Comuanding General, USCONARC, was designated 
as the Commander in Chief, U. S. Army Forces, Strike Command (CINCARSTRIKE) 
and placed under the continuous operational control of CINCSTRIKE along with 
all USCONARC combat ready forces as required for the accomplishment of CINC- 
STREKE's missions which included, among others, the constant readiness’ to 
augment other unified commands and to implement plans already approved by the 
Joint Chiefs of Staff. Thus, the combat ready forces of USCONARC continued 
to be available τὸ other unified commanders, as in the past. This provision 
alone proved to be complicated and confusing. ‘he Joint Chiefs of Staff 
designated CINCSTRIKE as the point of contact for augmentation force planning 
rather than the Department of the Army and USCONARC, as in the past. CINC- 
STRIKE, therefore, was assigned the responsibility of developing supporting 
plans in consultation with appropriate unified commanders. This directive 
relieved the Commanding General, USCONARG, of the responsibility delegated to 
him by the Joint Chiefs of Staff in July 1961.309 complications arose over 
the fact that the Commanding General, USCONARC, in July 1961 had designated 
the Commanding General, XVEII Airborne Corps, as the Interim Army Component 
Commander to assist CINGLANT in his contingency planning for Cuba.3!0 since 
the Commanding General, USCONARC, was now designated as CINCSTRIKE's Aray 
Component Commander, a change was required either in the previous designation 
or in the terminology of the designation. This was partially clarified by the 
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Joint Chiefs of Stafé on 22 March when they directed CINCSTRIKE to either 
designate, or require his component commanders to designate, Army and Air 
Force Commanders as Interim Task Force Component Commanders to assist CINCLANT 
in his contingency planning for the Cuban area, As soon as CINCSTRIKE notified 
the Joint Chiefs of Staff that this action had been completed, they intended 
to rescind the instructions which had previously been issued to the Command~ 
ing General, USCONARG.J!1 In order to provide continuity to the subject con- 
tingency planning, CINCSTRIKE informed the Commanding General, USCONARC -~ in 
his capacity as CINGARSTRIKE -- that he intended to reaffirm the Commanding 
General, XVE{I Airborne Corps, as the Interim Army Task Force Commander as 
directed by the Joint Chiefs of Staff. The source of misunderstanding was 
CINCSTRIKE's terminology which indicated that he was reaffirming a designation 
previously made by the Commanding General, USCONARC, when actually he was 
designating ἃ new position as directed by the Joint Chiefs of Staff. As a 
result, the Commanding General, XVII airborne Corps, informed the Coumander 
in Chief, Atlantic (CINCLANT) of his designation by CINCSTRIKE as Interim 
Army Component Commander. Since this latter designation was contrary to the 
directives issued both by the Joint Chiefs of Steff and CINCSTRIKE, the latter 
commander requested that the original acknowledgement be withdrawn and that a 
proper acknowledgement be substituted which reflected a designation as Interim 
Army Task Force Commander.312 While chis change in designation caused some 
consternation on the part of the Commanding General, AVIII Airborne Corps, no 
action was taken at that time by the Department of the Army, as directed by 
the Joint Chiefs of Staff, to rescind the previous iestéuctions which it had 
passed to the Commanding General, USCONARC, in July 1961. 


Commander in Chief, U. 85; Army Forces, Atlantic Command 


Not until some seven months after the Joint Chiefs of Staff informed 
GINCSTRIKE that they would rescind their instructions of July 1961 did the 
Department of the Army specifically designate the Commanding General, USCONARC, 
as the Interim Army Component Commander to assist CINCLANT in his contingency 
planning for the Cuban Area. The Department of the Army directive on 
16 October relieved Lt. Gen, Hamilton H. Howze, Commanding General, XVIII Air~ 
borne Corps, of this designation in favor of the Commanding General, USCONARC, 
even though the Joint Chiefs of Staff and GINCSTRIKE had, in effect, relieved 
fim of the designation months earlier. The Departmext of the Army further 
pointed out that this directive did not in any way affect CINCSTRIKE's 
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previous designation of the Commanding General, XVIII Airborne Corps, as the 
Interim Army Task Force Commander for the same purpose. The Commander in 
Chief, Athantic (CINCLANT) consequently directed certain changes to STRAC 
Operation Plan 316-62 on 22 October 1962 among which was the designation of 
the Commanding General, USCONARC, as the Commander in Chief, U. 8. Army 
Forces, Atlantic Command (GINCARLANT). 4 further directed change provided 
that, subsequent to the initial assault phase and when directed by CINCLANT, 
the Commander in Chief, U. 5. Army Forces, Atlantic Command, would become 
Commander, Joint Task Force Cuba, but this latter change was subsequently 
rescinded and the Commanding General, XVEII Airborne Corps, was designated 
for the proposed command of Joint Task Force Guba.313 


Departwent of the Army Coordinating Authority, 


(ipa) πο days after the Department of the Army designated the Commanding 
Géheral, USCONARG, as the Interim Army Component Commander to assist CINCLANT 
in his contingency planning for the Cuban area, they also designated hia as 

the Departmental Coordinating Authority for the administrative support of the 
USCONARC Army forces employed in CINCLANT’s contingency plans and operations 
conducted in the Western Hemisphere. ‘The Department of the Army placed 
particular emphasis on logistical and personnel support in order to insure 

the provision of adequate, timely and continuous support to the appropriate 
Army forces. In addition, the Commanding General, USCONARC, was designated 

48 CINCLANT's single podnt of contact with the appropriate Department of the 
Army elements and commands, In performing these responsibilities, the: Com- 
manding General, USCONARC, was authorized to deal directly with other Degart- 
ment of the Army staff agencies and commands, military services, and Department 
of Defense agencies. All coordination, moreover, was to be conducted at the 
lowest level of command consistent with che function concerned. 314 


Command Relationships as Commander in Chief, 
Ὃς 8. Army Forces, Atlantic Coumand 


Got ‘The Commanding General, USCONARC, completed his command structure 
for Cuban contingeacy operations late on 22 October and announced its estab- 
lishment on 24 October. As Commander in Chief, U. S$. Army Forces, Atlantic 
Command (CINCARLANT), he intended to establish two headquarters, 4 Ma 
Fort Monree, Virginie, and a Forward at Homestead Air Force Base, Florida. 
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Headquarters, USARLANT Main, was to have over-all control of Army operations 
and would exercise primary coordinating authority with the Commander in Chief, 
Atlantic; Commander in Chief, U. 8. Strike Command; Commander in Chief, U. S. 
Air Forces, Atlantic Coumand; Headquarters, U. S. Army Materiel Command (USAMC) 
Headquarters, U. $. Army Supply and Maintenance Command (USASMC); and the De- 
partment of the army. Headquarters, USARLANT Forward, was to provide an 
advanced point of contact with the Commanding General, XVIII Airborne Corps, 
for all operational and administrative matters and to provide a single point 
of contact with USAFLANT Forward for the adjustment of troop carrier schedules 
when required. The Commander ia Chief, U. 5, Army Forces, Atlantic Command, 
intended to open his command post at the forward headquarters on or about 
B-day with the actual date and hour of establishment to be announced at the 
appropriate time. To carry out his responsibilities as Department of the 

Army Coordinating Authority, the Commanding General, USCONARC, established 

the Peninsula Base Command ac Opa Locka Air Force Base, Florida, and Limited 
its command jurisdiction to the geographic area of the state of Plerida. The 
Commanding General, 2d Logistical Command, was designated as the Peninsula 
Base commander with the pertinent headquarters and staff to be furnished from 
the resources of the 2d Logistical Command. ‘The major subordinate commands 

of the Peninsula Base Command were Headquarters, Army Staging Area Command -- 
with its subordinate staging area commands ~- and the Transportation Terminal 
Command Southeastern Activity. The Terminal Activity was to be established 

at Port Everglades, Florida, with the personnel and operating reso. 

furnished by the Commanding General, USAMC. In addition, the Per: 
Command was assigned responsibility for the command and operation of all 
logistical, administrative, and security units in the state of Florida. The 
Commanding General, Third Army, veceived responsibility for the logistical 
and administrative support of the 2¢ Logistical Command, the Peninsula Base 
Command with its assigned units and installations, and the persounel assigned 
and attached to the U. 8, Army Material Command Forward Control Group.3!5 


fonflicts in Command and Control -- U, 5. Strike Command 


Gay Subsequent to 16 October the command relationships of the Commanding 
General, USCONARC, tended to become a bit complicated. As previously ir 
all USCONARG combat ready forces were under the continuous operati 

of GINCSTRIKE and the Commanding General, USCONARG, was the Army Compo! 
Commander of the U. 8. Strike Gomma: After 16 October, however, be vas also 
a component commander of the Commander in Chief, Aglantic, with the title of 
Commander in Chief, U. 85. Army Forces, Atlantic Command. The forces that he 
would require for operational use in executing CINCLANT's contingency plans 
for the Cuban area were under the operational control of CINCSTRIKE although 
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that coumander had no responsibilities to ΟἸΝΌΠΑΝΤ except to provide opera- 
tional forces when so directed by the Joint Ghiefs of Staff. This had 
already caused a conflictiwith CINCSTRIKE on 19 October when the Commanding 
General, USGONARC, directed the Commanding Generals, III Corps and Fourth 
Army to begin preparations to return all pertinent units thea on Exercise 
THREE PAIRS to their home stations on twelve~hour notice. CINCSTRIKE 
immediately pointed out to the Commanding General, USCONARC, that he, CINC- 
STRIKE, was responsible for providing forces for operations by other unified 
commanders only when directed by the Joint Chiefs of Staff. He requested 

the Commanding General, USCONARC, to exercise the utmost care in seeing that 
no units were ordered howe from Exercise THREE PAIRS unless directed by CINC- 
STRIKE, himself, or cleared with him in advance of issuing orders, regardless 
of the source of directives received by Headquarters, USCONARC.316 Later 
that same day, GINCLANT advised the USCONARC commander that the Joint Chiefs 
of Staff were preparing to alert CINGSTRIKE for a Change of Operational Con- 
troi (CHOP) of all army and Air Force units required for his Operation Plans 
312 and 316, Despite the urgency of the situation and the fact that some of 
the units would undoubtedly have to be pre-positioned -- as they Later were -~ 
CINCSTRIKE proposed to CINCLANT on the following day that operational control 
of all units concerned be simultaneously passed to the latter commander at 
E-hour unless otherwise directed by the Joint Chiefs of Staff.3!7 


Although CINCSTRIKE would have no contre! over the units once they 
were transferred to CINCLANT's operational control, the Joint Chiefs of Staff 
directed CINCSTRIRE to report on the status of movement and deployment of the 
units supporting CINCLANT's Operation Plans 312 and 316, CINGARLANT and 
GINCAFLANT -- although they were else CINCARSTRIKE and CINCAFSTRIKE -- were 
component commanders of CINCLANT and as such were not under the control of 
GINCSTRIXE. Yet in pursuance of the Joint Chiefs of Staff directive CINC- 
STRIKE directed the two commanders by those former titles τὸ provide him with 
the necessary information. The first report was to be developed as of 1900 
hours on 41 October and similar reports would be submitted at six-hour interws.« 
vals thereafter containing applicable correct unit locations, the estimated 
time and date of departure for their next destination, and the time and date 
of their arrival at a final destination.318 
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gar Temporary operational control of 411 army forces included in 
GINCLANT's Operation Plans 312, 314, and 316 actually passed to CINCLANT as 
9f 2330 hours 21 October 1962.429 two days later, howaver, CINCSTRIEE in- 
structed the Commanding General, III Corps -- ἃ subordinate command of Fourth 
Army and thus of USCONARC -- on the circumstances under which he would conduct 
training and prepare the Ist Armored Division for the missions which were then 
assigned to it, (It should be remembered that unit training by definition of 
Army regulations was not included in the scope of operational control.) Since 
the lst Armored Division was then committed to a contingency plan, it could 

be trained only in those activities which could be conducted close in on the 
installation at Fort Hood, Texas, subject, of course, to any other orders that 
might be forthcoming from the Commanding General, USCONARC, in his capacity 
4s Commander in Chief, U.S. ἱστῶν Forces, Atlantic Command. In addition, 
despite the fact that the two Roll-on, Roll-off vessels, the USNS COMET and 
USNS TAURUS, were committed to Operation Plan 316, CINCSTRIKE dicected the 
Commanding General, ILE Corps, to make plans to conduct outloading training 
for the 24 Armored Division at Houston, Texas, using the two vessels in 
question. 320 


ie By 6 November, when preparations for implementation of CINCLANT's 
Operation Plan 316 were well underway, CINGSTRIKE requested from the Commanding 
General, USCONARC, complete information on all forces of the USSTRICOM to in- 
clude those which had passed to the control of GINCLANT, First of all, he 
asked General Powell to identify each unit and element committed to the support 
of CINCLANT over and above those contained in Annex B of STRAC Operation Plaa 
316. In addition, an evaluation of the current combat status of the residual 
General Reserve Forces was requested, Any actions taken to withdraw troops 

and equipment from units in the General Reserve in order to reinforce CINC~ 
LANT Operation Plan 316 were to be identified. This latter information was 

to include actual losses of personnel with the effect of such actions upon 

the operational capability of the losing unit; the losses of major items of 
equipment such as aircraft and vehicles; and the losses of major items of 
Signal coumunications electronic equipment which were essential τὸ the per- 
formance of the losing unit's mission. ‘The Coumanding General, USCONARC, 
immediately pointed out that cot enough information was then available wit! 
his headquarters to satisfy CINCSTRIXE's req i 
one-time reports could be obtained from all of the 


ies concerned, che resins 
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of these reports would be misleading and incomplete and would most probably 
present a confusing picture of the readiness posture. Fully evaluated informa- 
tion was to be available within Headquarters, USCONARC, by 10 December 1962 
and the USCONARC commander recommended that the CENCSTRIKE request be held in 
abeyance until that date.321 gy that time, however, the crisis had passed and 
the units had reverted to the operational control of CINCSTRIKE. 


Command Channels of the Commander in Chief, Atlantic 


es As preparations for the implementation of CINCLANT's Operation 
Plan 316 gathered momentum -- but before operational control of the pertinent 
combat forces was assigned to him -- the Commander in Chief, Atlantic, altered 
the command channels which had previously been established in his contingency 
plans. First, he abolished Joint Task Force 122322 amd assumed for himself 
the functions of the Commander, Joint Task Force 122, as outlined in the 
current Joint Task Force Operation Plans 314 and 316. The Commander in Chief, 
Atlantic, intended to exercise operational control of his forces through his 
vespective service component commanders, CINCARLANT; CINCAFLANT; the Commander 
in Chief, U. 8. Navy Atlantic Fleet (CINCLANTFLT); the Commander, Antilles 
Defense Command (COMANIDEFCOM); and the Coumander, Joint Unconventional War~ 
fare Task Force, Atlantic Command (COMJUWIFA). Subsequent to the initial 
assault phase ~- and at the direction of the Commander in Chief, Atlantic -- 
Joint Task Force Cuba was to be established and its forces assigned. As has 
been indicated earlier, the Commanding General, XVIII Airborne Corps, was 
selected as the Commatider Designee, Joint Task Force, Cuba, operating directly 
under the Commander in Chief, Atlantic.323 


Command Relationships -~ Third Army and the Peninsula Base Command 


oe In response τὸ his designation as Department of the Army Coo. dinating 
Authority, the Commanding General, USCOWARC, established the Peninsula Base 
Comand encompassing the geographical limits of the state of Florida. The 
new command was to report directly to the Commander in Chief, 0. 3. Aray Forces, 
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Atlantic Command, who felt that this arrangement would provide maxiaum 
flexibility, control, and coordination.244 Prior to the establishment of che 
Rew command, the Commanding General, 2d Logistical Command, who was the com- 
mander designee of the Peninsula Base Conmand, recomended that he be given 
responsibility for the logistical and administrative support of all elements 
in Florida which were involved in, or supporting, CINCLANT Operation Plan 316. 
His proposal included the assignment of operational control of all elements 

in logistical or administrative support roles, including the Army Staging Area 
Commands (ASAC) which had already been established by Third Arny. The Com- 
nanding General, Third Army, concurred in this proposal at the time since it 
eliminated a split of responsibilities within the state of Florida. Opera~ 
tional control of the army Staging Area Commands was transferred to the Pen- 
insula Base Command concurrent with its establishmect at 0001 hours, 30 
October. Third Army remained responsible for the logistical and administrative 
support of the Peninsula Base Command. 


At the close of the operation, the Chief of Staff, USARLANT Forward, 
indicated that support arrangements would have been better if the Peninsula 
Base Command had been placed under the control of the Commanding General, 
Third Aray, He pointed out chat the concept of the Peninsula Base Conmand 
was a late change in the support plans for Operation Plan 316. He did be- 
lieve that the need for such an organization was fully justified whea the 
Commanding General, USCONARC, was designated as the Department of the Aray 
Coordinating Authority for the logistical and administrative support of all 
CINCLANT Operation Plan 316 forces, He logically concluded that some sort of 
a commadd was needed in the Florida area to act as the agency of the Command- 
ing General, USCONARC, in carrying out this coordinating function, Sut be~ 
cause Third Army was the USCONARC organization charged with logistical and 
administrative support responsibilities for the entire southeastern United 
States, it was only logical that it should have established a command such as 
the Peninsula Base Command in the Florida area, The Chief of Staff, USARLANT 
Forward, emphasized the point that such a command would have to be in the 
Florida area and relatively close to Headquarters, XVIII Airborne Corps, and 
the headquarters of its attached Sth Logistical Coumand, and would have to be 
responsive to the requirements of the latter headquarters. He fe.t, there~ 
fore, that it would be appropriate to assign the 2d Logistical Command -- ox 
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a similar type logistical comand -- to Third Army for the purpose of carrying 
out the coordinating mission.> 


Transfer of the lst Armored Division to the Operational, Control 
Qf the Commanding General, U. S. Continental Army Command 


ee A question concerning the operational control of the ist Armored 
Division arose shortly after the first elements of Task Force CHARLIE were 
ordered into a pre-positioned location at Fort Stewart, Georgia. The Command~ 
ing General, III Corps, pointed out that Annex K of STPAG Operation Plan 316 
provided that units in Task Force 125, not organic to XVIII Airborne Corps, 
would be assigned to the operational control of the Commanding General, XVIII 
Airborne Corps, upon arrival at designated port of embarkation or departure 
airfield, Directives from USCONARC for the movement of Task Force CHARLIE, 
on the other hand, stated that elements of Task Force CHARLIE would be attached 
to Third Army upon arrival at Fort Stewart. Later directives concerning 
the movement of additional elements of the Ist Armored Division -- including 
Division Headquarters -- to Fort Stewart, gave no indication as to whether 
the 1st Armored Division itself was to be attached to Third Army on arrival. 
Consequently, the Lil Corps commander assumed on 30 October that the Ist 
Armored Division was attached to Third Army for all purposes and that the 
attachment had been effective upon arrival of the Division Headquercers at 
Fort Stewart.328 this situation was clarified by the Commanding General, 
USCONARC, on 3 November when he announced that the Ist Armered Division was 
placed under his operational control as Commander in Chief, U. 8. Army Forces, 
Atlantic Command, for all matters pertaining te Operation Plan 316 -- matters 
which were to be coordinated directly with the Commanding General, XVIII Air- 
borne Corps, The Third Army commander would provide logistical support for 
lst Armored Division units located at Fort Stewart. For all other purposes 
the ist Armored Division remained under the Commanding General, Fourth Aray, 
and the Commanding General, Fort Hood, Texas.2¢? 
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Command and Controi of Air Defense Units 


a Shortly after the Commanding General, USCONARC, was required to 
provide certain of his Air Defen.2 units to the Commanding General, U. 8. 

Army Air Defense Command (USARADCOM), for air defense in the southeastern 
United States, he noted that a misunderstanding had arisen concerning matters 
of command and operational control of the units in question. Messages dis- 
patched by the Commanding General, USARADCOM, ta his subordinate commanders 

in the southeastern United States indicated that command of the temporary 
reinforcement Air Defense units was being passed to USARADCOM upon arrival of 
the units at their destination, General Powell issued a reminder on 26 October 
that his movement directives for these units definitely stated that only 
operational control would pass to USARADCOM upon their arrival. The adminis- 
trative and logistical support of these units remained the responsibility of 
the appropriate Army commander in whese area the units were located -α in this 
instance, the Commanding General, Third Army. General Powell thereupon re~ 
quested the USARADCOM commander to amend his directives to reflect the pass- 
age of operational control only.330 While the latter commander did agree to 
General Powell's request regarding “cowmand" and “operational control," he 
objected te the fact that the Third Army commander was responsible for all 
administrative and logistical support of these units, He pointed out that 
his responsibilities for the logistical support of the temporary reinforcement 
units placed under his operational control would be exactly the same as that 
for units under his command, He insisted that this measure of control was 
necessary in order that he might insure that the logistical posture ef the 
reinforcement units was in keeping with the operational readiness requirements 
of the Continental Air Defense Command. Despite these objections, Third 
Army remained responsible for the administrative and logistical support o£ 
these units during the Cuban Crisis and, subsequent to the stand-down in 
readiness conditions, all Air Defense units remaining in the Florida area 
were formally attached to Third Army for these purposes, 33 


Command Relationships with the Commander, 
Jgint Unconventional Warfare Task Force, Atlantic Command 


GO CINCLANT's original plans with regard to his organizational struc- 
ture provided for the establishment of a Joint Unconventioral Warfare Task 
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Force, Atlantic Command (JUWTFA), whose commander would be directly respan- 
sible co him.233 τὴς Commanding General, USCONARC, on the other hand, felt 
that such a command relationship would hinder the coordination which was 
necessary between unconventional warfare elements and the major ground combat 
effort in the objective area and thus retard reaction times. Consequently, 
he recommended a plan to transfer both JUWTFA and the responsibility for un- 
conventional warfare operations to the Commander in Chief, U. 8, army Forces, 


« Atlantic Command, concurrently with the passage of control to that commander 


for the execution of GINCLANT Operation Plan 316. In reply to this recom~- 
mendation, CINCLANT pointed out that upon execution of his Operation Plan 316, 
all amphibicus assault operations would initially be under the operational 
control of the Commander, Task Force 123 (Navy Task Force), ‘Therefore, ali 
unconventional warfare forces or assets which could be of assistance in 
amphibious assault operations would be placed under the operational control 
of that commander, JSimilarly, any unconventional warfare forces or assets 
which could be of assistance in the airborne assault phase would be placed 
under the operational control of the Commander, Task Force 125 (Army Task 
Force). To further clarify matters, CINCLANT issued new instructions con- 
cerning the comand relationships applicable to the Commander, Joint Uncon+ 
ventional Warfare Task Force, Atlantic Command, and the control of his forces 
or assets, For command purposes, the Unconveational Warfare Gémmander would 
vemain directly subordinate to CINCLANT. But whenever unconventional warfare 
forces or assets were so located as to be of concern to the conventional com- 
ponent commanders, and when the latter were in a position to control the 
affected forces or assets, operational control of such unconventional warfare 
forces or assets would be transferred to the appropriate component commander. 
In conjunction with these tranéfers of operational control, unconventional 
warfare liaison teams would be attached to the component commanders as 
appropriate in order to provide the necessary continuity of operations. In 
turn, component commanders could furthex assign operational control of the 
unconventional warfare forces or assets to subordinate tactical units. The 
Commander, Joint Unconventional Warfare Task Force, Atlantic Coumand, was 
responsible for furnishing the required liaison téams to the appropriate 
commanders,324 This arrangement satisified the desires of the Commanding 
General, USCONARC, for actual control and coordination of unconventional 
warfare activities in the objective area. 
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Transfer of the Antilles Command to the Control of the 
Commanding General, U, δ. Continental Army Command 


oe Included in planning developments for the implementation of CINC~ 
LANT Operation Plan 316, was the use of the facilities, etc.,of the Antilles 
Command, U. 8. Army Caribbean (ANTCOM, USARCAREB), for the purpose of staging 
Latin American military units. Warfare in the Caribbean would also require. 
the mobilization of the U. S. Army Reserve and Puerto Rican National Guard 
units of the Antilles Command and their use under the control of the Com~ 
mander in Chief, U, 8, Army Forces, Atlantic Command. On 30 Octobex, CINCLANT 
informed the Commanding General, USCONARG, το CINCARLANT -- that he felt that 
forces of ANTCOM should be icmediately assigned to the latter's operational 
control. General Powell concurred with this position and forwarded the re- 
quest to the Chief of Staff, Department of the Army. By way of explanation, 
he pointed out that this action would permit time to clear up command arrange- 
ments, to bring the Antilles Command up to date on the situation in the 
Caribbean, and to enable that command to prepare plans for the staging of 
those Latin American units which might be committed to the objective area. 

The Department of the Army Staff, however, preferred to transfer the Antilles 
Command to the operational control of CINCARLANT at the time when CINCLANT 
Operation Plan 312 was actually implemented. ‘The reasoning behind this pre- 
ference was that it was more compatible with the current operational require~ 
ments of both CINCLANT and CINCARIB and was in concert with the planning 
accomplished up to that point and with the authority accorded to CINCLANT 
during major emergencies. The Deputy Chief of Staff for Military Operations, 
Department of the Army, suggested that, if the immediate transfer was urgently 
desired, the recommendation for such action be forwarded to the Joint Chiefs 
of Staff by CINCLANT, In View of the mutual interests in this area, he also 
suggested that the latter commander coordinate his recommendation with the 
Commander in Chief, Caribbean. 7. 


As a result of this recommendation, the Joint Chiefs of Staff 
authorized the transfer of operational control of the Antilles Command, 
U.S. Army Caribbean, to the Commander in Chief, Ὁ, 8. Army Forces Atlantic 
Command, effective 6 November 1962. In this regard, CINCLANT requested 
authority for direct liaison between the Commander in Chief, U.S. Arny 
Forces, Atlantic Command, and the Commanding General, U. S. Army Caribbean, 
so that arrangements could be made for the Antilles Command to continue 
those missions currently being performed for U. $. Army, Caribbean, until 
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such time as an emergency precluded their accomplishment. authority for such 
direct liaison was granted by the Commander in Chief, Caribbean, on 
7 November 336 


Reversion of Command and Gontral Functions 


oor ALL problems and conflicts concerning command and control functions 
which were related to the partial implementation of CINGLANT Operation Plan 
316, were brought to a close on 30 November 1962, CINCLANT authorized the 
Commander in Chief, U. 5. Army Forces, atlantic Command -~ the Commanding 
General, USCONARC -~ to return all coumande and units then in position to 
normal operational control effective as of 1626 hours, 30 November, The 
operational control of those units not yet at their home stations was to 
revert to the Coumandér in Chief, U. S. derike Command, or to the appropriate 
commander concerned, effective upon closing at theiz home stations,737 
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SPECIAL READINESS TRAINING FOR THE CUBAN EMERGENCY 


The impending implementation of a contingency plan in the Cuban 
area marked the first tiwe since the Korean Conflict that major U. 8, Army 
units in the United States would be expected to execute airborne and 
amphibious assault operations and conduct subsequent ground combat operations 
in a foreign territory. While many of the units had participated in large- 
seale maneuvers in the past, there often was Little sense of urgency in such 
training operations and the units were usually given sufficient time in which 
to ready, pack, and load their accompanying equipment. What is more, many of 
the units had never fully loaded their organic equipment for an extended 
overland move to a staging base or port of embarkation, Some of the units 
selected for the amphibious assault phase of Operation Plan 316 had had a 
minimum of amphibious training in the past buc had never participated in full- 
scale exercises simlating a tactical amphibious assault. The Ist Armored 
Division, moreover, had had no amphibious training whatsoever, The delay in 
implementing Operation Plan 316 afforded USCONARC an opportunity to conduct 
limited training in the required areas. 


Readiness Training Policy of the 
U.S. Continencal Army Comma: 


ow” Shortly after the beginning of November 1962, Headquarters, U. 8, 
Continental Army Command, formulated a readiness training policy which was 
applicable to all units -- both divisional and non-divisional -~ assigned to 
Operation Plan 316 troop lists to insure that these units maintained the 
highest possible readiness posture for the period of the next five to six 
weeks, (By the time that USCONARC disseminated this policy, the 24 Armored 
Division and the 5th Infantry Division (Mechanized) had been added to the 
troop List by separate action.) Training would be continued withia the limits 
imposed by CINCLANT Operation Plan 316 and would be conducted in a way which 
would not degrade the capability of any unit to meet its contingency plan 
requirements, To this end, the training policy stipulated the concentration 
of exercises and similar activities at the battle group and batcali vel or 
below, Training was Limited by the fact that basic loads -- particularly 
Class V -~ would have to remain intact. As ἃ general recommendation, ail 

its were urged to concentrate on training for the roles assigned to them 

in the cperation plan. The airborne units, for example, were to concentrate 
on maintaining individual jump proficiency and on aircraft loading and 
unloading procedures. ‘The pricrity combat command and Cavalry squadron of 

he 2d Armored Division were to conduct an intensive review of a particular. 
hase of amphibious training which they had completed. The Infantry divisions 
were urged to concentrate on air movement, both loading and unloading; staging 
requirements, to include movement through either air or water ports of 
embarkation; and expansion of airheads and beachheads. Headquarters, USCONARC, 
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pointed out that there was ne need to conduct this training under security 
conditions; a logical response to inquiries from the public press need only 
indicate that participating units were conducting routine readiness training 
exercises. 


Concurrent with this training designed to increase the operational 
Teadiness of the various units, USCONARC directed that a high degree of 
proficiency be maintained in field sanitation, maintenance of equipment, 
ailitaty diseipline and courtesy, and physical fitness, Inspections would 
insure that the designated Army units were in a high state of readiness and 
that they presented to the American public the image of the Army at its best 
and ready to execute its assigned tasks. 


oe” tn order to carry out the full intene of this training policy, 
Headquarters, USCONARC, planned a series of small amphibious exercises, 89 
well as exercises which provided for the rotation of air transported elements 
through staging areas, Some of these exercises were to consist of actual 
movements to a port area, while others would merely be simulated movements 
from home station, or current location, to a staging or marshalling area, All 
participating units were reminded that requests for aircraft to maintain 
individual jump proficiency, or for the practice of loading and unloading 
techniques and procedures, would have to be submitted to USCONARC headquarters. 
Aircraft for this purpose had already been sghgduled for units of both XVIIT 
Airborne Corps and the 2d Infantry Division, 


Army Readiness Training 


rs) In consonance with the training policy established by USCONARC, 
the various Army commanders whose subordinate units were involved in Operation 
Plan 316 instituted training exercises designed to increase the readiness 
posture of the troops concerned. First Army troop units assigned to the 
Operation Plan 316 troop list were all located at Fort Dix and Fort Monmouth, 
New Jersey, First Army designated Exercise COCKED PISTOL as the first of a 
series of training exercises designed to speed up alert procedures and reaction 
times, Units at Fort Dix initiated the first phase of Exercise COCKED PISTOL 
on 26 November, while those at Fort Monmouth joined the exercise early on the 
morning of 27 November. By 0730 hours, 27 November, all units entered the 
second phase of their training exercise which included loading procedures and 
an evaluation of their capability to move te port and storage areas. The units 
Jocated at Fort Dix actually moved to the local staging area. All participating 
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units completed Exercise COCKED PISTOL by approximately 1700 hours, 27 
November, and then initiated Operation FADE OUI, a retrograde movement. 339 


er The Commanding General, Second Army, recommended that all troop units 
under his jurisdiction included in the Operation Plan 316 troop list conduct 
simulated movement exercises from their home stations, pointing out that 
adequate local areas existed for conducting the practice staging and 
marshalling exercises, On the assumption that the simulated movement exercises 
would commence on 13 November, the Second Army commander recomended partici- 
pation by installations on the following dates: Fort Knox, Kentucky, 13 18 
November; Fort Lee, Virginia, 26 November - 2 December; Fort Eustis, Virginia, 
3+ 9 December; Fort Belvoir, Virginia, 10 - 16 December: Walter Reed Army 
Hospital, Washington, Ὁ. σι, 10 - 16 December; Aberdeen Proving Ground, 
Maryland, 17 - 22 December; Fort George G. Meade, Maryland, 17 - 22 December; 
and Tobyhanna Army Depot, Pennsylvania, 17 - 22 December. > 


wr The Commanding General, Third Army informed USCONARC on 16 November 
that, with certain exceptions, he considered simulated movement exercises 
adequate to achieve the training program's objectives within his Army area. 

He pointed out that one exception concerned actual movements for all units 
participating in the SUNSHADE Field Training Exercise (FIX) series. In 
addition, local Air Force flights were needed to conduct the air wansportability 
training required for certain elements of the 2d Infantry Division. The Third 
Army commander recommended that both the 54th Artillery Group and the 2d 
Battalion, 26th Artillery, Fort Bragg, North Carolina, be moved to Little Creek, 
Virginia, if amphibious training was considered appropriate, Except for this 
amphibious training, he considered local areas in the vicinity of pertinence 
installations completely adequate for all practice staging and marshalling 
operations. Certain factors did serve to limit the training: for example, 
available aircraft were nor identical to those allocated in Operation Plan 316; 
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units were required to maintain their equipment in a packed and ready condition; 
and government-owned railroad cars were not available to fully load the large 
sized units deployed from Fort Campbell, Kentucky, The Coumanding General, 

24 Infantry Divisiou requested Headquarters, U. 5, Continental Army Command, 

to insure the availability of three C-130 and two G+124 aircraft for two 
periods, 4 ~ Β and 11 - 13 December, so that his division's directed readiness 
training could be carried out. The Third Army commander emphasized chat 0.130 
aircraft were not considered suitable replacements for the G-124 aircraft 
because of their configuration and the size of the intended aircraft loads. 342 


(ee The Commanding General, Fifth Army, recommended a series of dates 
between 13 November and 22 December for various readiness training exercises 
for divisional units located at Fort Riley, Kansas, and Fort Leonard Wood, 
Missouri, These dates did not conflict with any scheduled Army Training Tests 
or command post exercises for the units concerned, In addition, he recommended 
the period between 13 November and 31 December for units of the 5th Infantry 
Division (Mechanized) if that organization wassincluded in the Operation Plan 
316 troop List, 


Elimination of STRAC Mobility Exercises 


a Directives which governed the training of Strategic Army Corps 
{STRAC) units required that a minimum of one mobility test be conducted annually 
for each such unit in an Army area as directed by that Army commander. On 8 
November the Commanding General, First Army, pointed out to USCONARC that che 
current progressive readiness directives had placed all STRAC units ia bis 
Army area, with the exception of the 29th Evacuation Hospital, in a high state 
of operational readiness for an indifinite period to execute the requirements 
imposed by CINCLANT Operation Plan 316, For these reasons he recommended that 
FY 1963 Mobility Test Requirements be waived for all STRAC units included on 
the Operation Plan 316 troop list,344 The Commanding General, USCONARC, agreed 
to the validity of che recommendation and waived the stated requirement. 
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Command Post Exercise CLOSE SHAVE 


ΟΥ̓ A joint Command Post Exercise -~ Exercise CLOSE SHAVE -- sponsored 
by U. 8. Army Forces, Atlantic Coumand, and U. 8. Air Forces, Atlantic Command, 
wag scheduled for the period 17 ~ 22 November 1962 in order to test the 
USARLANT and USAFLANT deplceyment and employment phases of CINCLANT Operation 
Plan 316. Headquarters, USARLANT Forward, was designated as the planning agent 
for the USARLANT portion of the CPX. Principal USARLANT participants included 
Headquarters, XVIII Airborne Corps, the headquarters of the two Airborne 
divisions; Headquarters, lst Armored Division, and Brigade Headquarters, Task 
Force CHARLIE; the Brigade Headquarters and Separate Battle Group Task Force 
Headquarters, lst Infantry Division; Headquarters, 2d Infantry Division, along 
with its brigade headquarters and the headquarters of the two battle group 
task force; and Headquarters, Peninsula Base Command (2d Logistical Command). 
No actual movement of either a headquarters or of representative units was to 
occur in connection with this GPX. ΑΙ] headquarters were to participate from 
their current location at the time of the exercise. 


The tentative concept of the CPX provided for an examination of all 
actions of both USARLANT and USAFLANT which were planned for the period of 
E-day through D-plus-4-days of CINCLANT Operation Plan 316. Exercise traffic 
was to be so designed as to portray as nearly as possible the actions and 
orders which could be required during the selected period and would include 
passage of command and control from Headquarters, USARLANT, to USARLANT Forward. 
The time phasing of the six-day schedule of the CPX was set as follows: 


PERIOD ΤῸ BE COMPLETED IN: 
E-day through D-minus-6-days 24 hours 
D-minus-5-days through Deminus-3-days 24 hours 
D-minus-2-days through D-minus-l-days 24 hours 
Deday 24 hours 
D-plus-1-day 24 hours 
Deplus-2-days through D-plus-4-days 24 hours 


ALL headquarters were to participate on a player-controiler basis, 
with the control staff at each player headquarters having the primary function 
of preparing and injecting only those situations which were logical and 
anticipated, provided that both CINCLANT‘s and supporting Headquarters’ 
Operation Plans 316 were implemented. A small joint control group located at 
Homestead Air Force Base, Florida, would direct the CPX with the Commander in 
Chief, U.S. Army Forces, Atlantic Command, and the Commander in Chief, U. 8. 
Air Forces, Atlantic Command, functioning as Joint Exercise Directors. 
Participating headquarters were cautioned to take extreme care to insure that 
exercise traffic was appropriately classified so as not to disclose the 
redationship of the CPX to Operation Plan 316, 


Gas” =. In planning for this exercise, provisions had to be made for a 
possible implementation of CINCLANT Operation Plan 316. It was consequently 
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directed that the CPX would be automatically terminated upon receipt of the 
code word "GREEN LIGHT." At that time, all communications equipment would be 
cleared for actual traffic and ali Operation Plan 316 troop list units alerted 
for receipt of further high priority instructions. In order to prevent any 
possible confusion, all communications in connection with planning for, and 
actual conduct of, the CPX would begin and end with the words “CLOSE SHAVE. "345 


(a) In addition to elements of Ὁ, 8, Army Forees, Atlantic Command, 
General Powell recommended to Department of the Army that certain appropriate 

departmental agencies and headquarters, such as the U. 5, Army Materiel Command 
and its various subordinate commands and headquarters, siso participate in the 
Cex, The Department of the Army notified the USARLANT commander on 10 November 
that the departmental agencies specified in his recommendation had informally 

given favorable consideration to their participation in the exercise, At that 
time, however, the extent gf their participation was still under consideration 
prior to £inal commitment. 


ow The proposed CPX CLOSE SHAVE did not begin on 22 November as 
originally scheduled and on the following day, the Commander in Chief, U. 8. 
Army Forces, Atlantic Command, cancelled the exercise since he feit chat the 
units and headquarters of the Operation Plan 316 troop list were deviving 


sufficient CPX-type benefits from participation in Exercise SUNSHADE Nr, 1.347 
SUNSHADE Exercise Series 
oS By mid-November the Commanders in Chief, USARLANT and USAFLANT, had 


prepared plans for a series of joint field training exercises for certain of 
their forces committed to Operation Plan 316. A total of five SUNSRADE 
Exercises were proposed for the period from 19 November to 22 December, with 
Exercise SUNSHADE Nr, 1 scheduled for 19 to 23 November. The series was 
designed to exercise certain airlifc portions of USAFLANT Operation Plan 316 
and to provide training for selected fighter aircraft forces committed to 

that plan, Not only would the exercises increase the operational readiness 

of the selected forces, but would provide training for the commanders and 
staffs of USARLANT Main and USARLANT Forward, USAFLANT Main and USAFLANT ADVON, 
and MATS ADVON, as well as che commanders, staffs and units of their subordinate 
headquarters. 
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Or Each separate SUNSKADE exercise was designed to test selected 
portions of Operation Plan 316 and included a definite sequence of events. 
After the issuance of proper alert orders, selected airlift forces of both 

the Military Aix Transport Service and the U, 5. Air Force Tactical Air Command 
would move selected battle group personnel and equipment from Pope Air Force 
Base adjacent to Fort Bragg, North Carolina, and Campbell Army Airfield, Fort 
Campbell, Kentucky, to those deployment staging bases in Florida designated 
for the respective unit in USAFLANT Operation Plan 316. Upon arrival at the 
staging bases, the troops would conduct off-loading and turriaround operations 
and participate in briefings and other related activities. The employment 
phase of each exercise included a pre-dawn takeaff and airdrop of both troops 
and heavy drop platforms in drop zones located at Fort Bragg and Fort Campbell, 
As a final phase, the airborne battle groups were to conduct a two to three day 
tactical problem closely paralleling the operations assigned to the same unit 
in the objective area. The final phase ground problems were to be supported 

by live fire operations from both organic artillery units and USAFLANT fighter 
αἴτοταξι, 348 


eo Even before Exercise SUNSHADE Nr. 1 began, it was evident that the 
anticipated increase in communications traffic during the exercise series 
required communications security support for both Headquarters, USARLANT 
Forward and Headquarters, Peninsula Base Command, because their location made 
them vulnerable to foreign interception. Headquarters, USARLANT Forward, 
requested the provision of one security monitoving platoon, the size of which 
was considered capable of rendering che required security support to both 
headquarters. 


Headquarters, USARLANT Forward, directed the execution of Exercise 

SUNSHADE Nr. 1 on 17 November, designating X-hour (the time that the first 
aircraft was to arrive at the home station onload base) as 0900 hours, 19 
November, while Pehour (the time that the first parachute was scheduled to 

exit an aircraft at home station drop zones) was set for 0900 hours, 21 November 
1962.90 On Monday, 19 November, USAFLANT transported one Airborne battle 
group of the 1018ε Airborne Division from Campbell Army Adtfield to Tyndall Air 
Force Base, Florida, in twenty C-126 aircraft and one Airborne battle group of 
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the 824 Airborne Division from Fope Air Force Base to Eglin Air Force Base, 
Florida, in twenty-four C-124 aircraft. Each of the Airborne battle groups 
received an additional thirty-six C-l19 aircraft (USAF Reserve) to transport 
heavy airdrop loads from Campbell Army Airfield to McCoy Air Force Base, 
Florida, and from Pope Air Force Base to MacDill Air Force Base, Florida. 


@) The units staged, marshalled, and conducted joint coordination and 
unit briefings on Tuesday, 20 November, in preparation for the return flight 

to the drap zones (Dtop Zones MUNSAN at Fort Campbell and SICILY at Fort Bragg) 
in the vicinity of their home stations. Although the units were scheduled to 
load aircraft ducing the hours of darkness on Wednesday, 21 November, so as to 
conduct an early hour parachute assault at 0800 hours at Fort Campbell and 
0900 hours at Fort Bragg, their departure from the southern staging bases was 
delayed for twenty-four hours by inclement weather. Continued bad weather on 
the morning of 22 November further delayed che scheduled departure for four 
hours and, once the aircraft were finally aloft, forced the abandoning of the 
planned mass formation flying in favor of flying in trail at five minute 
intervals. It was intended at the time of takeoff that, only if weather 
conditions permitted, would troops parachute into the home station drop zones, 
Although the return Flights were successful, the troop paradrops were cancelled 
because of extreme high winds δὲ both home stations. Aircraft carrying troops 
of the τῶν Airborne battle groups airlanded at Campbell Army Airfield and Zope 
Air Force Base in mid-afternoon on 22 November, while the heavy-drop aircraft 
followed and airlanded in the evening of the same day. The two battle groups 
then moved to training areas at their respective home stations to participate 
in a tactical problem commencing on 23 November 1962, 321 


wt Shortly before SUNSHADE Exercise Nx. 1 had begun, the XVIII Airborne 
Corps commander questioned the fact that fighter aircraft participating in the 
final phase ground problems were not authorized the use of Napalm ordnance and 
consequently submitted a request for its use during the close air support 
operations of the live fire phase, The USAFLANT Planning Staff agreed that 

it was feasible to use this type of munitions in the SUNSHADE Exercises but 
pointed out that it was aot so mich a question of authorization as it was one 
of short supply. Since the USAFLANT staff also agreed that the use of Napaim 
for this purpose was worthwhile, General Powell concurred in the Airborne Corps 
commander's recommendation and authorized direct communication in the matter 
between the latter cowmander and the Commander in Chief, USAFLANT. 
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Φ On 21 November, while Exercise SUNSHADE Nr. 1 was still in progress, 
General Sweeney, CINCAFLANT, informed Admiral Dennison that he was recommending 
the cancellation of all further SUNSHADE exercises in view of the pending early 
return of reserve airlift forces to inactive status. In immediate rebuttal, 
General Powell, CINCARLANT, pointed out that the SUNSHADE géties was providing 
highly desirable training of a scope seldom available to Army forces. Their 
major training benefits, moreover, were not limited to merely the Airborne 
battle groups but included both the staging base organizations and those 
higher headquarters required to support extensive airborne operations. 
General Powell recommended that, as a minimum, Exercise SUNSHADE Nr, 1 be 
completed and Exercise Nr. 3 be substituted for Exercise Nr. 2 commencing on 
26 November, dependent, of course, on the availability: of USAFLANT airlift 
capacity. Only on this basis would he concur in che cancellation of Exercise 
Nr. 2, 4, and 5, Such a solucion not only permitted participation by all 
intermediate staging bases with the exception of that at Sanford Naval Air 
Station, but also affordgd an opportunity to correct the deficiencies revealed 
during Exercise Ne. 1. 


eT By 23 November, however, the lack of available aireraft caused 
General Powell to change his mind, and he thereupon concurred in the recom 
mendation made by General Sweeney two days earlier. In place of the extensive 
airborne exercises, General Powell now recommended to CINCLANT that the two 
Airborne divisions conduct training at their home stations during the ensuing 
four weeks, dependent, of course, to the extent that the Commander in Chief, 
USAFLANT, could furnish the required support. General Powell emphasized the 
need for a minimum of ten C-130 aircraft at each of the home stations, with 
each plane to fly a minimum of two sorties to initiate the exercises on 
Wednesdays of successive weeks. Tactical aircraft with live ordnance would 
also be required on ἃ limiced basis during the exercises. This concurrence 
came none too soon, as six hours later -- early on 24 November -~ the 
Commander in Chief, USAFLANT, notified the Shaw Air Force Base commander that 
the demobilization of all Air Force Reserve units caused him to withdraw Air 
Force Reserve Troop Carrier units from further SUNSHADE Exercises, 354 
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rr By 25 November, the actions of the Commander in Chief, USAFLANT, had 
caused extensive modifications to the concept of the SUNSHADE Exercise Series. 
In line with Generel Powell's recommendation, they would now be conducted for 
Airborne battle groups at home station locations, thus eliminating the 
intermediate staging bases from active participation. The XVIIL Airborne 

Corps commander was designated as the director for all future SUNSHADE exercises, 
the over-all concept of which provided for modified matshalling and onloading 
procedures at home station airfields, air drops at selected drop zones, and 
livesfire battle group field training exercises supported by close air support 
uissions using live ordnance, Ten C-130 aircraft were to be made available at 
each location on 28 November for SUNSHADE Exercise Nr, 2, but the number and 
types of aircraft for each of the three subsequent exercises would be 
deternined by the availabilicy of aircraft at the proper time. Headquarters, 
USARLANT Forward, in coordination with Readquarters, USAFLANT ADVON, vas 
responsible for determining the time and extent of each subsequent exercise. 
The absence of aircraft to airdrop heavy equipment resulted in permission for 
units to pre-position any equipment normally delivered in chis manner. Four 
fighter aircraft were also to be provided for the individual exercises to 
support ground action at each location on the firgt and second day and to 
conduct live fire sorties on the third day: 


wr Headquarters, USARLANT Forward, informed General Powell on 29 
November that troop carrier and fighter aircraft support requirements for 
SUNSHADE Exercise Nr. 3 were identical to those for Nr. 2 and that, presumably, 
the identical support would be required for the remainder of the exercises. 

At the same cime, USARLANT Forward was imtent on holding to the scheduled dates, 
i.e., exercises to begin on Wednesdays of successive weeks, The very next day, 
however, the XVIII Airborne Corps commander recommended to the Commander in 
Chief, USAPLANT, that the remainder of the exercises begin on Tuesdays of each 
week. Because a possible conflict with USCONARC's troop roll back made an 
earlier date inadvisable for Exercise Nr. 3, it was held as previously 
scheduled, The USAFLANT commander did, however, reschedule Exercises Nr. 4 
and 5 to begin on Tuesdays depending on aircraft availability, 396 
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or Since the termination date for the modified SUNSHADE Exercise Series 
had been set for 21 December, the proposed stand-down in readiness conditions 
and return of units to their home stations was bound to have a certain effect. 
The Cowsander in Chief, Ὁ, 8, Serike Conmand, informed his Air Porce component 
commander on 29 November that he-proposed to continue the series of exercises 
if the two Airborne divisions reverted to his operational control prior to its 
completion. As a result, the Commander in Chief, USAFSTRIKE, issued revised 
instructions to his subordinate commanders concerning air support for che 
remainder of the SUNSHADE exercises; Headquarters, USAFSTRIKE, assumed planning 
and control responsibilities for SUNSHADE Exercise Nr, 3, while Headquarters, 
Ninth Air Force, received identical responsibilities for Exercises Nr. 4 and Ne 
5. 


Logistical Training Exercise 


wo In conjunction with the airborne training exercises just described, 
che Commander in Chief, U, 8, Army Forces, Atlantic Command, decided to hold 

a logistical exercise involving increments of the aerial resupply packets. 

The proposed logistical training exercise involved actual movement of specified 
increments of the aerial resupply packets from depots in the continental United 
States to three selected intermediate staging bases: Sanford Naval Air Station 
and Opa Locka and McCoy Air Force Bases in Florida, Headquarters, USARLANT, 
decided thac Increments ARA, ARL, and ASF «= less their Class V portions -- as 
well as Increments AUC and AUE, would be called forward to the staging bases 

to arrive within a three day period beginning not later than 19 November. 
Headquarters, USARLANT, reminded the Peninsula Base Command that any supplies 
which required special storage facilities or which might deteriorate in open 
storage were to be left at the depots, The staging operations proposed for 

the exercise did not include the actual rigging or loading of supplies and 
aircraft unless a further decision in this matter was made by USARLANT, The 
training exercise would include only the receipt, storage, simulated rigging 
and holding of the supplies in question, Headquarters, USARLANT, did not 
datend to include concurrent staging of the actual aircraft allocated for the 
automatic aerial resupply, but the steging bases were to simulate their arrival 
and departure. All supplies and equipment received during the exercise were 
to be held in storage fgr an indefinite period under the control of the 
Peninsula Base Gonmand,?°8 
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(pr Plans developed by the Peninsula Base Command called for the delivery 
of the Class I portions of Increments ARA, ARL, and ASF to Sanford Naval Air 
Station and the Class ITZ and IIIA portions of these increments to McCoy Air 
Force Base on 19 November, Increments ATC and AVE of the Emergency Aerial 
Resupply Packet were to be delivered to Opa Locka Air Force Base on 19 and 20 
November, respectively. The Peninsula Base Command assured Headquarters, 
USARLANT, that no supplies whatsoever were included in these increments which 
might require special storage facilities, In all a total of approximately 
3,000 tons of supplies were moved to the three intermediate staging bases. At 
the close of the exercise, the Commander in Chief, U. 8. Army Forces, Atlantic 
Command, announced that its purpose had been twofold, both to test che reaction 
capability of supply sources in the continental United States, and co test the 
capability of each Army Staging Area Conmand to handle large tonnages for air 
shipment to overseas terminals. Both the supply sources and the Army Staging 
Area Conmands had been found capable of meeting the supply requirements of 

the pertinent operation plans. 399 


Training in Loading and Unloedini 
‘the Roll-on, Roll-off Vessels 


At the time that the Cuban Crisis occurred, both the 1st and 2d 
Armored Divisions were scheduled to conduct a training exercise in loading 
and unloading the two roll-on, roll-off vessels available to the Army for 
transport purposes, and CINCSTRIXE had arranged for both the USNS COMET and 
the USNS TAURUS to be present at Houston, Texas, during the period 29 October 
to 8 November. The passage of the Ist Armored Division to the operational 
control of CINCLANT effectively removed that unit from the responsibility of 
conducting such a training exercise at that time, Moreover, both of the roll- 
on, roll-off vessels were assigned to the support of CINCLANT Operation Plan 
316 and thus were not available for training exercises at any of the Gulf :, 
ports. 36 


Toward the latter part of November, the Commanding General, ist 
Armored Division, pointed out to General Powell that the two roll-on, roll-off 
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vessels were then in the harbor-of Savannah, Georgia, ia a preloaded condition. 
He consequently requested that both vess2is be made available to his division 
immediately after their current cergo was unloaded in order that he might 
conduct loading and unloading practice training and satisfy CINCSTRIKE's 
requirement, With the stand-down in readiness condition, both the USNS COMET 
and the USNS TAURUS completed unloading operations at Savannah on | December 
and the Commander, Atlantic Area, Military Sea Transport Service, announced 
that, since they were being immediately returned to norwal operations, they 
would not be available to the Commander in Chief, USARLANT, subsequent to that 
date, Ato, since the vessels had lost some six weeks of hauling operations to 
Ὁ. 8, Army, Europe, it was doubtful that they could be made available in the 
near future for training exercises of the type envisioned. 


Amphibious Training for the lst Armored Division 


ew The substitution of the Ist Armored Division for the 2d Armored 
Division in both Task Force CHARLIE and in the Floating Reserve and On-call 
Echelon of Operation Plan 316 meant that a division without any amphibious 
training had been selected to participate in tactical amphibious assault 
operations. Task Force CHARLIE, scheduled for the initial amphibious assault 
wave, vas particularly affected, Since actual implementation of CINCLANT 
Operation Plan 316 was delayed, the intervening time permitted Headquarters, 
ἢ, S. Axmy Forces, Atlantic Command, to conduct amphibious training for most 
of the ist Armored Division units, 


Driver Training Program 


w The Department of the Army confirmed the authority of the Commander 
in Chief, USARLANE, on 30 October to move Increment Nr. 1 of Task Force CHARLIE 
to Fort Lauderdale to execute rehearsais and to preload the four allocated LST's. 
As a first step in this rehearsal training, the Commanding General, 158 Armored 
Division, informed General Powell on 2 November that he was sending 4 M8 tanks, 
4 M4l tanks, and 1 459 armored vehicle to Fort Lauderdale to conduct proper 
driver training in conjunction with the LST's, Personnel -- some 80 in number-~ 
selected for the first driver training class included all tank commanders and 
drivers of Increment Nr, 1, Task Force CHARLIE, as well as some division 
supervisory personnel, The ist Armored Division commander requested authority 
on 24 November to leave the equipment at Fort Lauderdale and to dispatch an 


361. 
(1) Msg (USCONARC In M-220805), CG lst Armd Div to CINCARLANT, DTG 
2319002 Nov 62, (SECRET). (2) Msg (USCONARC In M-485468), COMSTSLANTAREA to 
MSTS Rep SW Area, DIG 6116132 Dec 62, (UNCLASSIFIED), Both in DCSUTR P&O 
Div files. 


183 


+OP-SECREF 


additional eighty Task Force CHARLIE troops to Fort Lauderdale for training as 
soon as the first group had completed their class. Driver training classes 
continued at Fort Lauderdale for all task force troops requiring this type of 
training, 


Amphibious Training Exercises 


In the meantime, Headquarters, USARLANT, made plans to conduct 
actual amphibious training exercises in the Florida area, An adequate bivouac 
area had already been obtained in the vicinity of Fort Lauderdale including 
covered areas with limited shower and latrine facilities capable of accommo-: 
dating 1,000 troops. In addition, the port complex itself had adequate rail 
lines and unloading facilities.363 Increment Nr, 1, Task Force CHARLIE, vas 
scheduled to kick off the training exercise during the week of 12 November. 
Troops, equipment, and vehicles of this increment would move by organic 
transportation and rail from Fort Stewart to Fort Lauderdale in accordance 
with established port call procedures. The entire increment, along with all 
equipment and vehicles, was ta be combat loaded on the four allocated LST's 
and sail to a preselectéd training objective area. Once there, the increment 
was to conduct a ship to shore movement of ali troops and equipment using a 
causeway link from the LST's to the shore, seize a Limited objective, regroup, 
and execute a retrograde movement. The proposed training exercises were 
designed to give the units practice in driver training (both roll-on, roll-off 
techniques and driving under sand conditions), embarkation and debarkation, 
lashing and tie-down techniques, and waterproofing techniques, In addition, 
the exercises were intended to familtarize all personnel with shipboard life, 
special amphibious maintenance requirements, and assault landing techniques, 364 


As ἃ prelude to the actual amphibious training exercises, the 
Commander, U. 5, Navy Atlantic Amphibious Forces, agreed to provide amphibious 


362, 
(Δ) Msg 302962, CG USCONARC to CINCSTRIKE and DCSOPS DA, DIG 


3111022 Oct 62. Gp. 3. (TOP SECRET « Info used is CONFIDENTIAL), In AG TS 
Con. (2) Msg (USCONARC In M-217653), CG ist Armd Div to CENCARLANT, DIG 
0222302 Nov 62. Gp. 4. (SECRET). (3) Msg (USCONARC In M~218073), CG Ist 
Armd Div to CINCARLANT, DTG 042030% Nov 62, Gp. 4. (SECRET). Both in DCSUTR 
P&O Div files, 


363, 
(1) Msg 302787, CG USCONARC to OG Third Army, DIG 280010Z Oct 62. 


Gp. 4. {CONFIDENTIAL}. In DCSUTR P&) Div files. (2) Msg (USCONARC In 
M-216435}, CG Third Army to CG USCONARC, DTG 2821352 Oct 62. Gp. 3. (TOP 
SECRET), In AG TS Con, 


364, 
Msg 303282, CG USCUNARC to CG's Third Army, XVIII Abn Corps, Ise 
Armd Div, and COMPHIBLANT, DIG 072126Z Nov 62, (SECRET), In DCSUTR P&0 Div 


files. 


184 


TOP~SEEREF 


orientation for all units of the lst Armored Division while they were stiil 
stationed at Fort Stewart, making available on 12 November a team of instructors 
to conduct orientation training in the Fort Stewart - Savannah area, In~ 
structional presentations included onloading and offloading procedures, 
vehicle waterproofing, sand driving, shipboard troop life, shipboard training, 
and such pertinent amphibious subjects as desived by the Commanding General, 
Ist Armored Division, The practical application of these subjects was limited 
by the equipment, facilities, and amphibious vessels available in the Fort 
Stewart - Savannah area, Only one commercial LST ~~ the CAL-AGRO +- was chen 
available in Savannah harbor for training purposes. The subjects presented 
by the U. S, Navy instructional team attempted to highlight the problems 
associated with loading, movement overseas, and unloading of Armored division 


troop units, 


ea By 8 November all preparations had been completed for the First 
amphibious exercise and the four U. 8, Navy LST's allocated to USARLANT had 
already been berthed at Port Everglades in the Fort Lauderdale port complex, 
Port calls vere issued for the troops involved to arrive at Port Everglades 

on 10 November, with a proposed enbarkation date of 13 November. In the 
ueantime, the ist Armored Division commander requested Headquarters, USCONARC, 
to obtain maneuver rights on Hutchinson Island in St. Lucie County which was 
under the jurisdiction of the Ὁ. 8. Amy District Engineer, Jacksonville, 
Florida. The first increments of Task Force CHARLIE moved from Fort Stewart 

to Port Everglades in three sectious: 419 officers and enlisted men moved in 
rail passenger accommodations; 21 officers and enlisted men accompanied a 
freight train composed of 40 U, 8, Aray-owned and 22 commercial flat and 
gondola cars; while some 478 officers and enlisted men moved in a military 
convoy composed of 174 organic vehivies. The four Ὁ, 8, Navy IST's -- DUVAL 
COUNTY, CHEBOYGAN COUNTY, DODGE COUNTY, and MIDDLESEX COUNTY -- departed Port 
Everglades at 1014 hours, 13 November, bound for Jupiter Inlet, Florida, All 
four vessels were self-sustaining and carried elements of the ist Cavalry, 

6th Artillery, and @lst Araored Regimentg, while the DUVAL COUNTY additionally 
carried fodr sections of beach causewag. 366 
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απ. While the firet training exercise for increments of Task Force 
CHARLIE was still underway, Headquarters, USCONARC, proposed the development 
of a second amphibious exercise for additional task force increments to be 
held during the week of 19 November 1962, The Commander, U, 8. Navy Task Force 
44, concurred in the USCONARC recommendation but requested that the start of 
shipboard training be delayed until after 21 November in order to give the 
B.S. Army units involved sufficient time to offload and reload replacements 
as necassary.9°/ Meanwhile, the Commanding General, ist Armored Division, 
assumed that USCONARC's plans for the amphibious exercises envisioned comparable 
training for the entire division, He consequently requested the use of one 
platoon of cargo trucks to supplement the organic vehicles of chose units which 
were scheduled to be in the vicinity of Fort Lauderdale during the period from 
24 November to 17 December 1962, This additional vehicular support was required 
to move personnel between the base catp and the operations site and would permit 
a sizeable reduction in the heavy costs of comercial transportation for that 
purpose, 68. gy mutual agreement, the embarkation date for the second exercise 
was set for 26 November 1962, Port calls issued for this exercise stipulated 
that rail movements were to arrive at Port Everglades no later than 0800 hours, 
24 November, while highway movements and truck convoys were to arrive no later 
than 1800 hours of the same day. Some 1300 troops were moved from Fort Stewart 
to Fort Lauderdale for this exercise: ἃ total of 973 officers and enlisted men 
moved by military convoy in 170 organic vehicles; 320 troops were moved in a 
commercial bus convoy; and the remainder of the troops accompanied equipment 
by rail-freight movement. The Commander, U. 8. Navy Task Force 128, arranged 
to conduct the second exercise at Egmont Key in Tampa Bay, Florida, By 28 
November 1962, Headquarters, Third ἄταν, had completed a detailed costing of 
this second amphibious training exercise, with the total cost established at 
$207,700, 269 
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Proposals for Relocating the Exercises 


Upon completion of the second exercise, USCONARC planned to conduct 
three additional exercises in the Florida area for any remaining increment of 
Task Force CHARLIE and any additional lst Armored Division units as desired by 
the division commander. But even prior to the initiation of the second 
exercise, the Commander in Chief, Atlantic Command, desired to move the four 
Ὁ. 8. Navy LST's from Fort Lauderdale toe Savannah to cut excessive costa which 
resulted mainly from the necessity to transport troop units from Fort Stewart 
to Fort Lauderdale and return. CINCLANT additionally wanted to get the 
exercises away from the annual influx of Florida tourists, He did state on 
L7 November that the second exercise should be held as planned, but that his 
staff and subordinate commanders should look into the feasibility of subsequent 
exercises loading at Savannah and using the beaches in that area, The Com~ 
mander, U. S. Navy Task Unit 44.7.2, was directed to survey the beach areas 
in the vicinity of Savannah and Mayport, Georgia, and to select beach areas 
which would be suitable for amphiblous training exercises similar in scope to 
those then being conducted in Florida, The Commander of U. 5. Navy Task Force 
128, however, informed General Powell that neither Mayport nor Savannah were 
considered desirable for such training purposes. Since he had already made 
arrangements to conduct the second training exercise at Egmont Key in Tampa 
Bay, and since this area was mtually acceptable for training purposes, he 
announced that he was considering the feasibility of conducting the remaining 
exercises at Egmont Key in lieu of Fort Lauderdale.370 


at As a result of this information concerning the use of Egmont Key, 
General Powell requested the Headquarters, J. 8. Army Transportation Southeast 
Terminal Activity, to determine che feasibility of embarking units for the three 
remaining exercises from the Tampa Bay area, a step which would cut the sailing 
time to and from Fort Lauderdale. ‘The Terminal Activity commander was requested 
to explore all possibilities including over the beach loading of the LST's. In 
order to allay any misinterpretations of these instructions, the USCONARC 
commander emphasized that Fort Lauderdale would be retained as the embarkation 
point for Task Force CHARLIE in the event that Operation Plan 316 was imple- 
mented. The survey was Limited by the fact that USCONARC did act envision any 
new construction or wajor experiditure of funds, Although the survey of the 
Tampa Bay area included a L09mile stretch from Clearwater to Gaspariila Island, 
it uncovered no suitable facilicies which sould be made ready within the allowa- 
ble time frame or without a major expesdditure of funds, The results were 
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concurred in by Headquarters, Ὁ, 85, Army Transportation Southeastern Terminal 
Activity, the Peninsula Base Command, Task Force CHARLIE, the Commander of U. S$. 
Navy Task,Ypit 44.7.2, and the senior Coast Guard representative in the Tampa 
Bay area, As a result of this survey, the Commander, U. 5. Navy Task Unit 
44.7.2, recoumended that Egmont Key be dropped from consideration after 
completion of the second exercise and that the use of Hutchinson Island in the 
Fort Pierce atea ~- the scene of the first exercise ~= be secured for the 
remainder of the training exercises, He further recommended that the thitd 

and fourth exercises be combined during the period from 3 to 6 December, using 
Port Everglades as the embarkation and debarkation point and Hutchinson Isiand 
as the exercise area. A final exercise under the same conditions was proposed 
for the period from 8 to 11 December 1962, As a result of these recommendations 
the Commanding General, ist Armored Division, requested Third Army for maneuver 
rights on Hutchinson Islend for the period from 4 to 11 December, indicating 
that this request already had the approval of the local representatives of the 
U, S. Army District Engineer. 372 


The Gommander, U. 8, Navy Amphibious Group ἃ, with the concurrence. 
of the Commander, U. S. Navy Atlantic Amphibious Forces, took exception to the 
proposals made for the final training exercises. He pointed out that the use 
of Hutchinson Island at Fort Pierce, Florida, was neither reliable nor 
desirable at that time of the year due to both the weather and sea and surf 
conditions. In addition, the approaches to the beach and the beach gradient 
itself were unreliable due to shifting sand bars. Experience gained at this 
location during the first exercise indicated that these conditions made ships, 
causeyays, and landing craft extremely vulnerable with regard to personnel 
casualties and damaged materiel, The Navy amphibious commander also pointed 
out that Egmont Key in Tampa Bay was not desitable because of excessive transit 
time and increased costs, In view of these facts, he recommended a simple 
method for training the remaining division elements. First, he recommended the 
positioning of six sections of causeway pier at Dania Island which Lay just 
south of the entrance to Port Everglades and requested that this area be 
designated as a landing beach. Units participating in each of the three 
remaining exercises would embark during the daytime, spend a night at sea, and 
land at the beach site the following day. All units would backload the same 
day on which they landed and retura to Port Everglades for debarkation, The 
three remaining exercises were scheduled to begin on 3, 5, and 7 December, 
respectively, thus completing all amphibious training for the Ist Armored 
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Division by 9 December 1962. Upon completion of the training exercises, the 
four U. 85, Navy LST's involved in the training operation would be available to 


return any remaining ist Armored Division elements to Savannah, Georgia, by 
sea, 373 


Amphibious Training Accomplishments 


or The amphibious training exercises decribed above were designed by 
the planning staffs for the six {nerements of Task Force CHARLIE and any 

other division elements desired by the Ist Armored Division commander. The 
latter commander reported at che end of the training operation that all of 

Task Force CHARLIE had completed its amphibious training during the first two 
training exercises, Participating in the third exercise beginning on ἃ 
December were elements of the 38 Bridage, lst Armored Division, which was the 
designated Division Floating Reserve, Operation Plan 316, After-action reports 
of the let Armored Division indicate chat amphibious training at Fort Lauderdale 
(Port Everglades) continued until 12 December and that by chat time all combat 
elements of the division had participated with the exception of two mechanized 
infantry and two artillery battalions. When the training exercises ended on 

12 December, elements of the 2d Brigade -- the On-Call Echelon on Operation 
Plan 216 == were involved at Fort Lauderdale. ft was determined that two 
battalions of the 2d Brigade would return to their home station at Fort Hood, 
Texas, using the four commercial LST's chartered by the Military Sea Transport 
Service between Fort Lauderdale, Florida, and Seaumont, Texas. Thus, even che 
return trip to the home statign area was used as amphibious training for the 
two participating battalions. 2/4 


Training with a Landing Ship Bock {ESD} 


wr After amphibious training exercises had begun in Florida, the Ist 
Armored Division commander requested the use of a U. S. Navy Landing ship dock 
(LSD) for the purpose of practice loading. The Coumander, U. 8. Navy Atlantic 
Amphibious Forces, informed USCONARC that all J. 8. Navy [8015 were combat 
loaded at that time and consequently were not available. In order to provide 
for proper orientation and a study of loading problems, General Powell did 
make suitable arrangements with the Commander, U. 8. Navy Amphibious Group 4, 
for appropriate representatives of the lst Armored Division to visit one or 
more of the LSD's which would be ac Charleston, South Carolina, during the 
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period from 24 November to 12 December. The Commanding General, lst Armored 
Division, on the other hand, arranged for a representative to merely inspect 
one of the recomnended LSD's in order to plan training activities. He thereupon 
repeated his earlier request that consideration be given to providing at least 
one LSD to the lst Armored Division, but added that this could be done after 
the current cargo of such ships wag unloaded. He intended to use the vessel 
both for loading practice and for possible amphibious exercises at sea. 379 
His request was obviated dy the stand-down in readiness conditions and return 
of all units to their home stations, 


Signal Unit Training at Savannah, Georgia 


me By the third week in November, the Commanding General, XVII Airborne 
Corps, pointed out to General Powell that the equipment for the surface element 
of the 50th Signal Battalion (ABNC) -- including elements of Headquarters and 
Headquarters Detachment, 2d Signal Group, and some highly specialized Signal 
equipment -- had been loaded aboard che USNS TAURUS at Garden City Terminal, 
Savannah, since 4 November, All of the troops assigned to these unit elements 
were located at the terminal and were associated with the equipment aboard 
ship. Consequently, the XVIII Airborne Corps commander requested instructions 
which would pemmit practice in off-loading and onloading the coumunications 
equipment and would permit the conduct of as much communications training as 
possible in the local area, a request repeated four days later. The XVIII 
Airborne Corps commander stated that limitations placed on this training would 
be such that both troops and equipment could be loaded aboard ship and be ready 
to sail on a twenty-four hour notice, ‘The Commander in Chief, USARLANT, 
approved this exercise, whereupon the XVIII Airborne Corps commander announced 
that it would begin at 0800 hours, 26 November, and would consist of off- 
loading and onloading operations to be followed by a short seaborne phase, 

Upon return of the USNS TAURUS to the port of Savannah, che unit would again 
conduct officading operations and, as a final phase, conduct a communications 
exercise of one to two days duration at a dockside location, 376 
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STAND DOWN AND REDEPLOYMENT OF FORCES 


A vital question in developing contingency plans is the ability of 
troops and troop units to maintain a high degree of combat readiness to meet 
an impedding emergency for a protracted period of time. The fine degree of 
training required to bring troop units to a high state of readiness is bound 
to deteriorate when these units are held in an alert status over an extended 
period of time. The circumstances surrounding the Cuban Crisis were such 
that actual conflict depended on the meeting of several ultimatums issued to 
the Russian Government, during which time the troop units had to be ready to 
react within the seven days allotted by Operation Plan 316. Despite the meet- 
ing of these ultimatums, the fact that the United States Government could 
never be quite sure of Russian intentions meant that U, S. military forces had 
to maintain a high degree of readiness over an extended period without actually 
initiating combat operations. Sooner or later, the prospect that armed con- 
flict would not materialize would force consideration of a stand down in these 
readiness corditions. Many eventualities had to be considered first, but by 
the end of November the international situation had reached the point where 
it was no longer necessary for the United States to hold its military forces 
to such 4 "short~-fuze" readiness posture. 


Stand Down Planning 


er While the actual alerting of army troops and troop units had only 
begun around 20 Gctober, the Joint Chiefs of Staff by 6 November were already 
raising the question as to the length of time that this alert posture could 
be maintained. Specifically, the Joint Chiefs of Staff questioned both 
Admiral Dennison, GINCLANT, and General Powell, CINCARLANT, as to the length 
of time that forces under their control could maintain an established alert 
posture without seriously affecting their combat capability. The Joint Chiefs 
of Staff thereupon indicated that a date of 15 November had been already men- 
tioned as an approximate time at which some measures for stand down should be 
considered dependent upon the degree of certainty that Operation Plan 316 
would not be executed, 57] 


fer) The Commanding General, Ist Armored Division, had previously out- 
lined the capability of his command to maintain its current operational and 
deployment posture without seriously affecting its combat readiness. (The 
entire 1st Armored Division, with a few minor exceptions, was committed either 
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to Task Force CHARLIE, the Division Floating Reserve, or the On-Call Echelon 
of CINCLANT Operation Plan 316.) He had pointed out on 4 November that units 
of Task Force CHARLIE were already located at Fort Stewart in a virtual DEF~ 
CON 1 status. All personnel were psychologically prepared for combat and were 
restricted to the Fort Stewart military reservation on a three-hour alert 
basis. ‘The division commander estimated that this alert posture could be 
maintained for approximately twe weeks, or until 20 November, without seriously 
affecting the operational readiness of the task force. The units committed to 
the Division Floating Reserve were likewise in a virtual DEFCON 1 status and 
restricted to the Fort Stewart reservation, but on a twelve-hour alert basis. 
Like Task Force CHARLIE, this alert posture could be maintained for approxi- 
mately two weeks without any serious effects, While the units assigned to 

the On-Call fchelon had not yet arrived at Fort Stewart on 4 November, the 
division commander indicated that he intended to place them on a five-day 
alert basis with a requirement to assume a six-hour operational readiness 
posture in the event that Operation Plan 316 was implemented, Units of the 
Floating Reserve could maintain such an alert posture for approximately forty- 
five days. The lst Armored Division commander then went on to point out that 
8 somewhat lesser state of readiness, such as a twenty-four hour alert basis, 
could be maintained for an additional thirty days (or until approxisately 

20 December) provided that certain of the restrictions imposed on both Task 
Force CHARLIE and the units of the Floating Reserve were relaxed. He suggest~ 
ed, in particular, a controlled relaxation of pass and unfform policies, and 

ἃ controlled off-loading and reloading of tracked equipment for firing and 
maintenance purposes. Since the question of a stand down in readiness con- 
ditions was already being proposed, the ist Armored Division commander assumed 
that this entailed reverting to ἃ DEFCON 4, or lesser status, He pointed out 
the Limitations inherent in such a move, since Task Force CHARLIE would then 
require a maximum of forty-eight hours te regain its current readiness posture 
while the Floating Reserve would require seventy-two hours, The On-Call 
Echeion could meet any readiness posture since it was not required to move 
until both the task force and the floating reserve had preceded it into the 
objective area. The Ist armored Division commander did recommend that, if 

a stand down cofdition were ordered, consideration be given to @ phased re- 
positioning of elements of his division to their home station at Fort Hood, 


Τεχασ, 57 


Get As the month of November reached its mid-point without actual im- 
plementation of either CINCLANT Operation Plans 312 or 316, commanders at all 
levels began to examine more closely the consequences of a protracted opera~ 
tional readiness status for units assigned to the plans, Admiral Dennison, 
CINCLANT, informed the Joint Chiefs of Staff that while the pressure of vari- 
ous material factors would eventually require a reduction in the readiness 
posture, troop morale would remain high as long as a general feeling of purpose 
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remained, The Army units which had been pre-positioned or alerted for nove~ 
tent in support of Operation Plan 316 could maintain their advanced readiness 
posture for a period of thirty days from the time that they were placed in i 
that status. Admiral Dennison further indicated that, ££ individual passenger 
and unit loading requirements were relaxed, this readiness posture could be 
extended for an additional thirty days, thus permitting the holding of a 
DEFCON 3 status until 20 December without seriously affecting troop morale or 
wait efficiency, Consequently, a complete stand down to a lower DEFCON status 
was not recommended. On the positive side, Admiral Dennison made several 
recommendations which could assure an ability to regain the current readiness 
posture in a maximum of seventy-two hours; a modified posture which could be 
Gaintained until 20 December, As a first measure, he recomended the authoriza~ 
tion of seventy-two hourspasses for 15 percent of company-size units. He also 
recommended authority to off-load wheeled and tracked vehicles for firing, 
training, and maintenance operations, but that the off-loaded equipment 

should not exceed that which could be reloaded for movement within seventy~ 
two hours. In this regard, CINCLANT cautioned that training exercises be 

held to a minimum because of Limited available back-up maintenance capability. 
Admiral Dennison then went on to point out other limiting factors which were 
inherent in the prolonged maintenance of an advanced readiness posture to 
support his operation plans, For example, the current readiness posture for 
Operation Plan 316 seriously affected the ability of USCONARC to meet the 
requirements of other contingency plans and this deterioration was bound to 
increase day-by-day as personnel losses, lowered morale, and the Limited 
training of replacements possible under DEFCON 3 conditions were felt. 
Furthermore, the loss of personnel on temporary duty to units committed to 
Operation Plan 316 temporarily limited the capabjlities of the son-committed 
losing uaits, and the levying of personnel from Army schools or training in- 
stallations for temporary duty assignments effectively reduced the operational 
capability of the Army training base to react to other contingency require- 
ments. Admiral Dennison emphasized the fact that, while the advanced readi-~ 
ness posture did inflict hardships on the troops involved, the posture could 
be maintained until approximately 20 December if his recommendations were 
adopted. Factors which would have to be considered were that both morale 

and efficiency would suffer if the importance of the Cuban Crisis was reduced 
in the public view, as wellgs from lengthening family separations near or 
during the holiday season. >? 


‘et The Department of the army formlated its plans based on a complete 
stand down in the readiness conditions, although it was emphasized that there 
was no indication that these plans would be adopted in the immediate future. 
For the puxposes of future planning, USCONARC was to comment on several pro- 
posed alternatives such as the return of all unite to their home stations; 
retention of the let Armored Division at Fort Stewart, with all other units 
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returning to their home stations; or any other variation which General Powell 
and his staff might desire to consider. ‘The Department of the army also 
desired information as follows: significant actions which could be taken with 
regard to prestocked supplies; the retention of transport capabilities; and 
any other logistical actions which could be taken, or present arrangements 
which could be retained, to appreciably improve the reaction ability of the 
U.S. Armed Forces, The most important factor to be considered in 411 pro= 
posals was the required reaction times under the provisions of Operation Plan 
316.989 tn reply to this query, USCONARC determined that a minimum reaction 
time of 35 days would be required if all units were to return to their howe 
stations which included 12 days for return to home stations; 7 days for leave 
purposes, maintenance, and return of equipment to parent units; 14 days to 
reissue equipment under Logistical Plan DEUISCHMARK; and 12 days for redeploy~ 
ment of the troops. the retention of the ist Armored Division at Fort Stewart 
would not reduce this minimum reaction time since it was based on the sea 
travel. time required by the 159th Transportation Battalion (Boat) ta and from 
Fort Eustis, Virginia, its home statdon. This unit required the longest re~ 
action time aud contained the necessary Landing craft, floating cranes, tugs, 
and assorted harborcraft which were essential to the success of the tnitial 
amphibious assault operations, The only variation which would possibly per- 
mit a reduction of this minimm reaction time was to leave in place with care~ 
taker detachments all equipment, supplies, and communications networks to in- 
clude leased commercial facilities. If his were done, only the troops would 
be returned to cheir home stations permitting redeployment in a matter of 
seven days. This short reaction time, however, depended upon a stability of 
personnel which would result only from a policy of no levies and an immediate 
replacement of persons approaching their estimated time of separation, Re~ 
tention of the pre-positioned shipping was vital to the seven-day reaction 
time. As a matter of information which might affect the decisions made, 
USCONARG pointed out that a one-way move of the Ist Armored Division cost 
close to $5 million, a figure which caused General Powell to urge that for 

the present, at least, Task Force CHARLIE remain at Fort Stewart aod that 

the entire division receive amphibious training before being returned to 

Fort Hood, Texas, As a parting gesture, General Powell announced that leave 
was the best method of stand down from the viewpoint of morale. While the 
effects of any other method of stand down on troop morale could not be 
accurately measured, he fait that they certainly would be detrimental. 38! 
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ς The Joint Chiefs of Staff presented a memorandum to the President 
of the United States on 16 November 1962 which dealt with the readiness of 
the forces involved in Operation Plans 312 and 316 and stressed that mainten- 
ance and training shortfalls would reduce the over-all capability of these 
forces if the advanced alert levels were maintained for a protracted period. 
They did feel that the current readiness status could be maintained for an 
additional thirty days without any adverse affect and recommended remaining 
in the current position for the immediate future. The Commandér in Chief, 
Atlantic, and his subordinate commanders were consequently inatrycted to 
maintain the current readiness posture until otherwise directed, 


In view of the problems arising from the protracted high defense 
readiness conditions, General Powell informed Admiral Dennison on 21 November 
that relaxation of the readiness condition could be accomplished only by per- 
mitting the troops to go on leave, or to return to their home stations. In 
the latter event, all equipment should remain in place with caretaker detach~ 
ments. General Powell further recommended a DEFCON 5 status for those units 
which were under alert conditions at their home stations. At the same tine, 
he conceded that certain units and installations would have to remain opere~ 
thonal for approximately another month because of the SUNSHADE Exercise series 
and the Ist Armored Division's amphibious training operations.383 Since plans 
had to be developed to cope with the eventual stand down in readiness condi- 
tions, General Powell queried the Department of the Army concerning directed 
reaction time for Operation Plan 316 units, stationing plans for those units, 
funding instructions, and any other advice which the Department of the Army 

“planning staff might consider pertinent. By this time, the Department of 

the Army and the Joint Staff had established a position to be maintained until 
such time as the United States was given positive assurance that the Soviets 
were acting in good faith, Minimum requirements to be considered in this re~ 
gard included: maintain a capability to invade Guba on a fourteen-day notice; 
return all Army units except the lst Armored Division to their home stations 
where they would maintain an advanced readiness posture; and retain the Ist 
Armored Divisfon at Fort Stewart, and all necessary headquarters and logistical 
and administrative units in their present positions in Florida. this joint 
position also provided for retention of the eight Military Sea Transport 
Service nucleus teansports then in Atlantic ports, as well as the two roll-on, 
roll-off vessels. In addition, it was still considered necessary to remove 
the eleven LSI's from the Ὁ, 5, Navy Reserve Fleet in order to provide 
optim amphibious support in the objective area. All forces of the Con- 
tinental Air Defense Command in the southeastern United States would retain 
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their present posture except that the missile battery which USCONARC had 
provided at Homestead Air Farce Base could be returned to its home station 
since it was no longer needed. 


The Joint Chiefs of Staf€ outlined for the Secretary of Defense 
their ideas of a readiness posture for both short range and long range periods 
on 24 November, The first period (short range) extended until 20 December 
with the second or long range period beginning on that date. (‘They chose 20 
December because it was. felt chat Kruschev's coumitments would be met by that 
time}, Operation Plan 316 would be continued during the first period with a 
reaction time of fourteen days, but during the second period the reaction 
time would be lengthened to eighteen days based on the length of time required 
for the 5th Marine Expeditionary Brigade to thavel from its California base 
via the Panama Canal, Two days later, in attempting to explain the signifi- 
cance of these decisions to the Commanding General, XVIII Airborne Corps, the 
USCONARC conmander indicated that certain major units would have to be pre- 
positioned and that any definitive plans developed for a reduced readiness 
posture would have to provide for the retention of all commmicationa equip~ 
ment, certain supplies in the forward area, elements of the Army Staging Area 
Commands, and certain pre-positioned units, According to estimates developed 
by the USCONARC planning staff, approximately 13,000 troops would be permitced 
to return to their home stations while an additional 13,500 would remain in 
their present locations, General Powe}il further stated that revised plans 
would have to consider the fact that shipping could not be retained indefi- 
nitely and that once the roll-on, roll-off vessels were released, they could 
not be expected for use prior to D-plus-l0-days. While the revised plens 
could count on using the eight LST's then available for assault operations, 
the eleven LST's of the U. 5. Navy Reserve Fleet should not be included until 
they were actually made available. For the purpose of the revised plaas, 
moreover, E-day was to be considered as occurring at least seven days prior 
to Deday. 


Suspension of the Naval Quarantine 


The first indication that a stand down in readiness conditions 
might be in order occurted on Tuesday, 20 November 1962, when Admiral 
Dennison, CINCLANT, directed the Commander, U, S. Navy Task Force 137, to 
discontinue the Cuban Quarantine Operations. This directive was a result of 
actions which had occurred earlier in the day in Washington, D. C., when 
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President Kennedy had announced at a press conference that the Soviets had 
agreed to remove all 1128 aircraft in Cuba within thirty days and that, in 
view of this agreement, he was lifting the quarantine of Cuba at once. As a 
result, the Joint Chiefs of Staff directed Admiral Dennison to immediately 
lift the sea quaraitine and to return the Atlantic Fleet ships to their 
respective home ports and normal areas of operation. While the lifting of 
the quarancine did not mean a complete fulfillment of Soviet commitments, it 
did mean that the possibility of conflict had been lessened and that the 
United States had until 20 December to determine whether the Soviet coumit~ 
ment was being fulfilled. Soviet intentions and actions at this point seemed 
to indicate that the need for a high state of operational readiness for units 
committed to Operation Plan 316 was diminishing in importance, 


Lessening of the DEFCON Status ~~ CONUS-Wide 


The matter of retaining 8 high degree of readiness for a protracted 
period affected not only those units assigned to Operation Plan 316 o. in 
support of that plan, but all STRAG and STRAF units which had been placed in 
DEFGON 3 status on 22 October, As early as 5 November, the Third Army com~ 
mander recommended that all units under his jurisdiction which had been placed 
on DEFCON 3 status be permitted to revert to DEFCON 4 status on or about 
9 November, By way of explanation, he indicated that the maintenance, train- 
ing and morale of these units would be adversely affected to a significant 
degree if they were retained in such a high degree of readiness beyond that 
date. At the same time he estimated that the units in question could re~- 
attain their present readiness posture within a matter of seventy-two hours, 387 
But, aS was indicated earlier, the general consensus at that time was that 
any and all units could hold a high readiness posture for approximately thirty 
days from the time that they were placed on alert. 


The first break in the high readiness conditions occurred on 
17 November 1962 when Headquarters, USCONARC, changed the pass limitations 
for all units assigned to, or in support of Operation Plan 316. This gesture, 
which was intended as a morale booster, also presaged a lessening of the 
DEFCON status for the units concerned, Headquarters, USCONARC, authorized 
the absence of 25 percent of a unit's personnel as follows: 10 percent for a 
maximum of 72 hours and the remaining 15 percent for a maximum of 24 hours. 
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ALL troops authorized to be absent on pass, hgygver, had to be capable of 
returoing τὸ their unit on four hours notice. 38 


ΦΥ͂ —s After the Joint Chiefs of Staff had presented a plan to the Secretary 
of Defense on 27 November for relaxing the Operation Plan 316 reaction time to 
eighteen days, they directed a return to DEFOON 5 status on a world-wide basis. 
Joint or specified coumanders in chief were authorized to retain a higher 
DEFCON status for their respective areas, or for forces under their opera- 
tional control, if such was required to assure appropriate responsiveness to 
the military requirements of che current Cuban situation or other world 
tensions,38% this meant, of course, that the DEFOON status for all non- 
Operation Plan 316 units could be lowered immediately. The Commanding General, 
USCORARC, notified kis CONUS Army commanders at 1800 hours, 28 November that 

a DEFCON 5 status was in effect upon receipt of his notification except for 
those units assigned to, or in support of, Operation Plan 316, and those STRAP 
Aix Defense units which had been deployed to the Florida area, The above 
mentioned units remained in DEFCON 3 status, but General Powell expected very 
shortly to have additional instructions, He consequently alerted the CONUS 
Army commanders ta the fact that all pre-positioned units assigned to, or in 
support of, Operation Plan 316 would be returning to their home station in 

the immediate future, and directed them to be prepared to operate on a 
twenty-four hour basis in erder to effectively supervise the operation,390 


Since planaing for the return of these units was already proceeding 
at a lively pace, General Powell, on that same day, recommended to Admiral 
Dennison that all Operation Plan 316 units and support forces be placed in a 
DEFCON 5 status as well. To support this recommendation, he pointed out that 
all Army units pre-positioned in the southeastern portion of the United States 
were prepared to move to their home stations as soon as authorized by Admiral 
Dennison to do so, General Powell also recommended that authority to imple- 
ment a lower DEFCON status be simultaneously delegated to the Commanders in 
Chief, U. 8. Army Forces, Atlantic Command, and U. S. Air Forces, Atlantic 
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Command to {asure proper coordination, On the following day, while preparing 
to issue instructions to the Commanding General, Third Army, General Powell 
notified Admiral Dennison that he was placing all Operation Plan 316 units 

and support forces on DEFCON 5 status {omediately unless directed otherwise, 
While informal authority for a lower DEFCON status was granted to Headquarters, 
USCONARC, at the time, the actual directive from CINCLANT authorizing a re~ 
version to DEFCON 5 status for all elements of Ὁ, 8. Army Forces, Atlantic 
Command, was dispatched some forty minutes (1344 hours) after General Powell 
had notified the Third Army commander that 811 units, installations, and 
headquarters under the control of the Comanding General, USCONARC, were 
immediately reverting to DEFCON 5 stacus.39% 


Relfef of Key Personnel 


w) ‘The apparent stand down in readiness conditions and preparations 
for the return of Operation Plan 316 units to their home stations permitted 

the release of Lt. Gen, John K. Waters, Commanding General, Fifth Army, from 
his temporary duty assignment as Acting Deputy Commanding General, 9, 8. 
Continental Army Command, effective 24 November 1962. General Waters had 

been assigned this temporary duty in addition to his regular duty approximately 
one month earlier when Lt. Gen. Louis W. Truman, Deputy Commanding General, 

ὕ. 8. Continental Army Command had been assigned on temporary duty to Admiral 
Dennison's staff for the duration of the Cuban emergency. 292 


Relief of Temporary Duty Personnel 


The Department of the Army directed the USCONARC Commander on 
30 November to return all individuals then attached to Operation Plan 316 
units on a temporary duty basis to their home stations without delay. Since 
it was realized at the departmental level that the release of such personnel 
would probably reduce the deployable strengths of certain units below estab- 
lished acceptable levels, USCONARC was directed to take whatever actions 
necessary to bring the units up co minimum deployable strengths through per- 
manent change of station assignments, But no allocation of personnel was 
included to meet these demands, Additional individuals who had been attached 
on ἃ temporary duty basis to units or activities in support of Operation Plan 
316 were to be returned to their parent units at home stations as quickly as 
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possible subject to the overriding requirement for effecting a smooth phase 
out of support activities. In any event, they were to be returned to home 
stations prior to Christmas, if possible. 


wv Three days later, the Commanding General, Ὁ. 8. Air Force Tactical 

.Aix Command, informed General Powell that all U. S$. Air Force personnel thea 
on temporary duty with U. 8, Army unite would remain in that status and would 
not be released prior to their directed termination date without the express 
approval of his headquarters. He did outline a number of exceptions to this 
rule but indicated that USGONARC should inform his headquarters ae to whether 
replacements would be required for any such personnel who were released.294 


Planning for the Return of Units to Home Stations 


ger The Department of the Army requested information from USCONARC as 
early as 24 November 1962 as to units which could be moved to their home 
stations and still maintain a fourteen-day reaction time. Specific informa- 
tion desired at that time included the number of troops which could be moved 
qnd the numbers required for a caretaker detachment at each Location. The 
fourteen-day reaction time was predicated on the retention of the major por~ 
tion of the Ist Armored Division in its pre-positioned location, Headquarters, 
USCONARC, passed this request to USARLANT Forward for computation of the 
pertinent reaction times, designation of units to be moved in entirety, the 
size and composition of caretaker detachments, and other pertinent data. As 

a basis for computing the required information, USARLANT Forward defined D-day 
as occuring on E-plus-l4-days, and concluded that communications would have 

to be operational by E~plus~7-days and that USARLANT Forward would be opera~ 
tional by E-plus-l0-days. all caretaker detachments left behind at the pre~ 
positioned locations would have to contain the minimum essential personnel 

to perform such necessary details as maintenance, guard, fatigue, and the 
like.395 On the basis of figures furnished by USARLANT Forward, it was 
determined that approximately 13,000 troops would be permitted to return to 
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their home station while an additional 13,500 would be retained in pre-posi-~ 
tioned locations as follows:399 


Ne. Returning to Nr. 

STATION Howe Station Remaining 
TOTALS 13,065 13,523 
Atlantic General Depot, Georgia 55 9 
ASAC - Eglin AFB, Florida 861 99 
Fort Stewart - Savannah, Georgia 1,222 0 
Homestead AFB, Florida 814 189 
ASAC - Key West International 72 B 

Airport, Florida 

Port Everglades, Plorida 357 985 
ASAC - McDil] AFB, Florida 32 24 
ASAC ~ McCoy AFB, Florida 720 104 
Opa Locka AFB, Florida 2,282 343 
ASAG ~ Patrick AFB, Florida 297 81 
4SAC - Sanford NAS, Florida 756 98 
Fort Stewart, Georgia 5,140 11,467 
ASAC τ Tyndall AFB, Florida 540 90 
$t. Petersburg, Florida 117 30 


By 29 November there was no longer a question of retaining the Ist 
Armored Division in its pre-positioned location and plans were to be prepared 
for return of all units to their home stations as quickly as possible. At 
approximately 1300 hours on that date, General Powell notified the Third Army 
commander that he was transferring the Peninsula Base Command to the latter's 
operational control as of 1200 hours and that all units, installations, and 
headquarters reverted immediately to 8 DEPCON 5 status, all of which had been 
made possible by the establishment of an eighteen-day reaction time for Opera- 
tion Plans 316 by the Joint Chiefs of Staff. The Third Army commander was 
responsible for planning and implementing the retuen of all units to their 
proper station Locations when so directed, Amphibious training which was 
then being conducted for elements of the lat Armored Division was to be com- 
pleted and operations at Fort Lauderdale would be continued until that time. 
USCONARC directed that the entire lst Armored Division be returned to Fort 
Hood and that, where feasible, selected divisional elements be returned by 
means of available amphibious shipping to ports as close to their home sta~ 
thon as possible. Organic transportation was authorized for the return of 
any and all units wherever this method was practicable. A ininimum caretaker 
detachment was to remain at USARLANT Forward for the purpose of securing and 
periodically testing the communications equipment. The only units exempted 
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from this directive were the USCONARG Air Defense missile units thea in che 
Florida area which, for the time being, would remain under the operational 
control of the Commanding General, U. 8. Army Air Defense Command, The return 
of the support units was to be phased in such a way that Third Army would be 
able to provide adequate medical care, coumunications, transportation, and 
other required support during the entire phase out periad.2? 


Orders Co begin actual movement of units were dispatched to Third 
Army on the morning of the following day. The Third Army commander was 
authorized to immediately begin movement of aii Operation Plan 316 troop list 
units and support forces and to proceed at a rate commensurate with optimum 
administrative efficiency with a deadline of 20 December 1962, for all units 
to close at home stations. Operational control of all Operation Plan 316 
units and support forces passed to the Commanding General, Third Aray, 
effective with the receipt of the USCONARC directive, with the exception of 
the Air Defense missile units under the operational control of the Commanding 
General, USARADCOM, and certain Signal units which remained under the opera~ 
tional control of USARLANT Forward. Operational control of all affected 
wits reverted to their normal commanders when the units closed at home ste~ 
tions. USCONARC established the following priority for movement: 


1, Units having organic transportation and not required for Opera~ 
tion ROLL UP. 


2. Equipment on the USNS COMET and the USNS TAURUS. 
3. Units having the greatest distance to travel. 

4. Units formerly required for staging operations. 

5. All other units not required for the ROLL UP operations, 


Since the amphibious training for the Ist Armored Division was to continue 
until its completion, beth Port Everglades and the 159th Transportation 
Battalion (Bost) were directed τὸ remain operational until that time. All 
units returning to their home stations were directed to maintain an eighteen- 


day reaction capability.3? 
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Operation ROLL UP 


(ὦ) Even before Headquarters, USCONARG, assigned responsibility to 
Third Army both for plaoning and actually implementing the return of Opera~ 
tion Plan 316 units and support forces to their home stations, USARLANT For- 
ward assigned to the Commanding General, Peninsula Base Command, the responsi~ 
bility for coordinating and implementing all matters pertaining to the 
transportation of Army units from their pre-positioned locations. Matters 
favolved in this instance included convoy clearances, requests for comercial 
transportation, and technical assistance in loading, blocking, and bracing of 
wnit equipment. At the same time, the Peninsula Base Command was directed to 
designate a single point of contact between the Army and the Air Force at 
each installation concerned, This was the major reasor, that prompted USCONARC 
to place the Peninsula Base Command under the operational control of the 
Commanding General, Third Army, effective 29 November. 399 


i By the time that Headquarters, USCONARC, gave the orders at 0340 
hours, 30 November, to begin movement of units, a task of great magnitude was 
facing both Third Army and the Peninsula Base Command, Movement records in- 
dicated that a total of 25,373 troops had been moved to the Florida area or 
other East Coast installations and included 15,429 ist Armored Division troops 
{troops of the 34 Battalion, 6th Field Artillery, are included in this figure), 
2,460 troops of other Operation Plan 316 units, and a total of 7,484 troops 

in the support forces of the Peninsula Base Command.400 Initial movements in 
Operation ROLL UP -- as it was designated by Third Army ~~ began immediately 
after receipt of the USCONARC implementing directive. The two roll-on, roli- 
off vessels immediately began discharge operations which were completed by 
1800 hours, 1 December, The first equipment off the vessels was that of the 
S0th Signal Battalion which had conducted offloading and reloading practice 
with the USNS TAURUS some weeks previous. As a result of early discharge of 
the equipment in question, the 50th Signal Battalion was the first unit to 
depart the pre-positioned location at Garden City Terminal, Savannah, Georgia, 
at 0800 hours, 29 November, for its home station at Fort Bragg, North C20. 
Carolina.40l Third Army issued additional implementing instructions for 
Operation ROLL UP on 1 December which Lifted all restrictions on pass and - 
leave policy for the entire Third Army Area. At the same time, the Commanding 
General, Third Army, directed ail pertinent subordinate commanders to return 


399. 
Msg (USCONARC In M~484177), USARLANT Fwd to CG PBC, DTG 241842 2 
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400. 
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temporary duty personnel to their parent units and home stations as soon as 
operational requirements permitted, but troops in this category were not to 

be delayed beyond 20 December 1962, Im the meantime, USCONARC authorized the 
departure of numerous units at the various Army Staging Area Commands in 
Florida on 1 December 1962, and notified CINCLANT of the major units at Fort 
Stewart (with the exception of the Ist Armored Division) which were authorized 
to depart on 2 and 3 December. Operation ROLL UP began full-scale operations 
on 2 December when 4 units departed for home station via rail, 8 additional 
units departed via highway convoy, and the troops of 6 uaits departed by 

ait. 


While the actual troop movements had begun on a full-scale basis on 
2 December, it was uot until approximately 1200 hours, 3 December, that the 
Third Army commander authorized the Commanding General, Peninsula Base Command, 
to move units to their home stations in accordance with previously submitted 
movement schedules, At the same time, the Peninsula Base Commander informed 
all of his subordinate commanders that Operation ROLL UP would have to be 
conducted in an orderly manner and in a phased program which would take 
priority over all other activities. He pointed out that the units required 
to conduct Operation ROLL UP functions would be retained as long as necessary 
and would not, under any condition, be released until all applicable require- 
ments were met. He stated that inspection teams from the Peninsula Base Com 
mand would visit each Army Staging Area Command and the U. $. Army Transporta- 
tion Southeastern Terminal Activity prior to the departure of the Last troops 
so as to insure that all required actions were completed, that the areas were 
properly policed, and te determine the status of real estate at that time.403 


Im order to provide sufficient rolling stock for the retrograde 
movement of the let Armored Division te Fort Hood, the Third Army commander 
directed all subordinate installations and commanders to move the empty U. 8. 
Army-owned rail cars then held in the Fort Benning STRAC pool to Fort Stewart 
as quickly as possible. In addition, 411 flat cars of this category used by 
Port Stewart and the Savannah outport to move the 2d Battalion, 69th Armor, 


402. 
(1) Msg (USCONARC In M-485517}), CG Third Army to CG βάτο, Fe. 
Benning, DIG 0117042 Dec 62. (UNCLASSIFIED). (2) Msg 303924, CG USCONARC 
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Up (Ὁ), ATLOG-MOV-25539, w/Incl, subj: Status Rept, 021800 ~ 021800 Dec 62. 
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to Fort Benning were to be expeditiously unleaded and returned to Fort 
Stewart.404 With the major rail movements for the ist Armored Division. 
scheduled ro begin on 3 December, the Third Army commander informed the 
Director, Defense Traffic Management Service (DIMS), that all movements were 
subject to the availability of rail cars for the divisional equipment which 
would move in sections beginning on that date and ending on 17 December. 
While Third Army and the Peninsula Base Command had planned to move the Ist 
Armored Division troops by rail between 3 and 18 December, passenger cars J 
still presented the same problem as was seen in the move to Georgia at the 
end of October. Other deterrent factors in this regard included the over- 
loaded conditions of the rail yards which would be aggravated by the addition 
of passenger coaches and the estimated travel time of three to four days be- 
tween Fort Stewart and Fort Hood. The Third Army commander consequently 
recommended that DIMS consider the movement of troops by air. By noon of the 
following day, Maj. Gen. Sewell Morris, Director of the Defense Traffic Man~ 
agement Service, forwarded to USCONARG a report of the American Association 
of Railroads that a critical shortage of flat cars would exise for the next 
forty-eight hours, General Morris consequently took action to freeze flac 
car demands for commercial use until assets were redistributed, Third Army, 
on the other hand, indicated that a lack of flat cars for a period of such 
short duration would not adversely affect their planned administrative troop 
moves. By 13 December both Third Army and DTMS reported that no significant 
shortages of rail equipment had occurred up to that point and that ample 
rolling stock was available in the Georgia and Florida area to complete the 
troop movements as scheduled.409 


The final equipment train of the ist Armored Division departed 
Port Stewart, Georgia, at 1720 hours, 15 December, while the final air move- 
ment of ist Armored Division troops (a rear detachment of forty-five officers 
and enlisted men) departed the Savannah area at 1000 hours, 17 December. By 
18 December, Operation ROLL UP went inte its final phase as small rear detach- 
ments of Peninsula Base Command units which had remained behind te assist in 
ROLL UP operations moved to their home stations. The entire 1st Armored 
Division closed at Fort Hood by 19 December with the exception of one train 
which was delayed for some time at Memphis, Tennessee, due to a hot box and 
faulty brakes; that train did arrive at Fort Hood by 1900 hours, 20 December, 
to keep within the established deadline. The 159th Transportation Battalion 
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Chart 6. 
STATUS OF DEPLOYMENT AND REDEPLOYMENT QF TROOPS 
20 December 1962 
A. Deployed into Third army Area - 25.419 
(Δ) lst Armored Division (5,429) 
(2) Other Operation Plan 316 Units ( 2,566) 
(3) Peninsula Base Command Units ( 7,484) 
B, Reported Closed at Home Station - 23,724 
(1) st Armored Division Units (14,259) 
(2) Other Operation Plan 316 Units ¢ 2,566) 
(3) Peninsula Base Command Units ( 6,899) 
C, Remaining in Third Army Area - 225 
(ALL from Peninsula Base Command Units) 
Ὁ. Returning to Home Stations on 
Individual Travel Basis (ETS, 
Leave, Hospital, etc.) - 1,530 
(1) ist Armored Division ( 1,170) 
(2) Peninsula Base Command Units ( 360) 


SOURCE: Final Rept, DCSLOG Mov Br, 20 Dec 62, subj: Status of Movements -~ 
Roll Up (0). p. 1. (CONFIDENTIAL). In DCSLOG Admin Br files, 
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(Boat) did not remain in the Florida area for the completion of the 1st 
Armored Division amphibious exercises as earlier directed but departed for 
their home station at Fort Eustis, Virginia, after the completion of the 
second exercise on 4 December. The entire battalion closed at Fort Eustis by 
18 December with the exception of one Q-boat which was left at the Charleston 
Transportation Depot for repairs and the LCU-1573 which was still under U. 8. 
Navy control on a special mission project at Key West, Florida. The LCU was 
finally released by the Navy at 1500 hours, 19 December, and departed some 
three hours later for Fort Eustis, where it was expected to arrive some time 
on 27 December, 


Hinal Status of Operation Plan 316 Units and Support Forces“07 


8 With Operacion ROLL UP completed in the Florida - Georgia area by 
20 December, only 225 troops remained, all of whom belonged to units of the 
Peninsula Base Command. An additional 24 of these were scheduled to depart 
for their home stations from Opa Locka and Eglin Air Force Bases by 22 
December. In the 20 day period allocated for Operation ROLL UP, 25,254 troops 
had been moved from pre-positioned locations in Florida and Georgia to their 
home stations, (See Chart 6,) Of the 23,724 troops moved by official travel 

“orders in unit packets, etc., 12,317 traveled to home stations by airy 5,334 
moved via highway convoys (both commerical bus and organic vehicles); 4,136 
moved in rail passenger accomodations; and an additional 1,937 moved via 
water, The last category included personnel of the 159th Transportation 
Battalion (Boat) and troops of the 2d Brigade, Ist Armored Division, who 
traveled from Fort Lauderdale τὸ Beaumont, Texas, via LST,408 Movement of 
this vast number of troops required a total of 107 water lifts, 55 rail move- 
ments, 212 commercial air movements, and 10} convoys (11 bus convoys and 90 
convoys composed of organic vehicles). The 55 trains required to move not 
only the Ist Armored Division but other Gperation Plan 316 units and support 
forces, required a total of 2,489 rail cars, of which 2}152 were flat cars. 


406. 

(1) DF, DCSLOG to CofS, 17 Dec 62, subj: Daily Status of Move-~ 
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Subsequent to 22 December 1962 a total of 201 support force personnel were 
stationed in Florida as follows: 


ASAC UNIT TRoORS 
TOTAL 20% 
Opa Locka ABB 2d Logistical Command 26 
Det, 529th Signal Co. 29 
Patrick APB Det, 168th Signal Co. 10 
MeCoy AFB Det, 168th Signal Co. 15 
Eglia AFB Det, 925th Signal Co. 18 
‘Tyndall AFB Det, 525th Signal Co, AL 
Key West Inter- Det, 593d Signal Co. ch 
aattonal Airport 
Sanford NAS Det, 168th Signal Co. 10 
Homestead AFB Det, 5934 Signal Co. 42 
Det, 2d Ordnance Co. 18 
Det, ith Finance DS 6 


In addition to the Operation Plan 316 support forces ἃ tatal of 1,925 troops 
remained in the Florida area with the aiz defense wissile units and their 
organic support under che operational control of the Commanding General, 
OSARADGOM, as well as support units specifically placed in the area by Third 
acmy to support the USARADCOM units. At the completion of Operation ROLL UP, 
there was no known depatture date established for these troops. 


Use of LET's to Transport the lst Armored Division 


wt In developing his recommendations for the final phases of amphibious 
training for elements of the lst Armored Division, the Commander, U. 85, Navy 
Amphibious Group 2, with the concurrence of the Commander, U. 8. Navy Atlantic 
Amphibious Forces, stated on 27 November that, upon completion of the train~ 
ing exercises, the four U. 8. Navy LST's davolved would be available to 
transport the remaining lst Armored Division elements from Fort Lauderdale to 
Savannah, On the basis of this recommendation, General Powell went further 
and directed the Third Army commandex to use available amphibious shipping 
where feasible to return elements of the lst Armored Division to Gulf ports 
ag close to their home station as possible.409 


ΨΥ La commenting on this directive, the Commander in Chief, Atlantic, 
pointed out that the LST's then assigned to Operation Plan 316 would have to 
be returned to the control of the Commander in Chief, Caribbean Command, and, 


409. 
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consequently, the four U, 5. Navy BST’s allocated to Task Force CHARLIE vould 
have to be released from commitment to the Ist Ammored Division immediately 
upon completion of the ‘amphibious training exercises on 12 December. in the 
meantime, however, all four comercial LST's which had been leased by the 
Military Sea Transport Service (MSTS) for use by U. 5. Army Forced, Atlantic 
Command, were moved tq Fort Lauderdale to participate in the amphibious 
exercises, making a total of eight amphibious vessels available ΕῸΣ that pur- 
pose. General Powell directed a request ta Admiral Dennison for Hil eight 
vessels to be used to: transport elements of the lst Armored Dividion from 
Florida to Beaumont. \(In addition, he requested the use of a Landing Ship 
Dock (LSD) for the same purpose, in order to give elements of thk 1st Armored 
Division practice in the use of such a vessel, In reply to theak requests, 
Admixal Dennison pointed out that a minimum of eighteen days trdhsit time 
would be required by the LST's for such a mission and that two φῇ the vessels 
required time for maintenance and preparation prior te being refurned to the 
operational control af the Commander in Chief, Carfbbean Command, in mid~ 
January. lBecause of ‘thia reason, and the fact that he desired to have his 
units in port during the ‘holiday season, he could not approve General Powell's 
request, for could he provide an {SD for that purpese since all such type 
vessels would be used to transport U, 85, Marine forces to their hone 

bases, . 


Since the four commercial LST's had been leased for the specific 
use of the U, S. Army Forces, Atlantic Command, they were available to trans- 
port selected elements of ‘the ist Armored Division from Fort Lauderdale to 
Beaumont. In addition; as earlier recommended, the four ὕ, 5. Navy LST's 
had te return to Charleston, South Carolina, and thus were available to 
transport the remaining portion of the let Armored Division from Fort 
Lauderdale to Savannah where the equipment could be loaded on rail care for 
shipment along with other elements of the division. The eight LST's were 
sufficient to transport all ppesennel and equipment of the divisional units 
which completed their training exercise at Fort Lauderdale on 10 December, 
thus obviating the need for rail equipment for this purpose in the Florida 
area. ‘The four U. 8, Navy LST's departed fort Lauderdale at 1650 hours, 

11 December, for Savannah carrying 243 troops and a total of 130 vehicles ~~ 
the residue remaining after the commercial LST‘s had been loaded, ‘he four 
commercial LST's departed at 1720 hours, 11 December, bound for Beaumont, 
Texas, carrying 708 troops and a total of 259 vehicles; 177 trucks and 
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trailere were carried on the upper decks while 82 tracked vehicles were 
carried on the lower or tank decks.4U 


wr ALL four vessels arrived at Beaumont between the hours of 1630 and 
2200 on 16 December with discharge operations beginning on the morning of 

17 December, Personnel and equipment were moved mainly by convoy, using both 
coumerciai buses and organic vehicles but one train was required to move 
tracked vehicles from Beaumont to Fort Hood, 


Evaluation of Beaumont, Texas, as a Port of Embarkation 


Although the move of Ist Armored Division troops through the Port 
o£ Beaumont via LST was strictly a commercial movement, General Powell desired 
an evaluation of Beaumont as 8 port of embarkation, His transportation staff 
pointed out that the unloading exercise had provided an excellent medium to 
test the discharge of LST's at that port, an important point since Beaumont 
would be used as an outloading port for both the ist and 2d Armored Diviéions. 
The ὕ, 8, Army Transportation Gulf Terminal Coomand was both surprised and 
pleased at the rapidity with which the four LST's were discharged by contract 
labor gangs, as well as by the exceptional assistance rendered by the port 
auchorities, While the Terminal Command had estimated some forty-eight hours 
for the discharge operations, only twenty-eight hours were actually required, 
The Terminal Command felt that U. 8, Navy LST's could be discharged just as 
rapidly as commercial LST's. Port authorities at Beaumont extended "pre- 
ferential rights" to military cargo, which meant that they were willing to 
expedite all military cargo as much as possible. At the time of the unloading 
exercise, Beauuont port facilities provided a capability to sirulteneously 
unload eight conventional vessels and two LST's, A joint Terminal Command ~ 
Port Authority scady was undertaken with a view to expanding the LST berthing 
facilities to four vessels; the expamsion could easily be accomplished with a 
minimum amount of grading to the beach then in use, The Gulf Terminal Com- 
mand had already established a permanent outport at Beaumont and informed 
Headquarters, USCONARC, that the outport staff would be expanded to meet any 
additional traffic demands placed upon it. General Powell's transportation 
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advisers recommended that these facts be taken into consideration when the 
surface movement schedules for Operation Plan 316 were revised. 


Release gf Roll-on, Roll-off Vesseis 


The Joint Chiefs of Staff authorized the Chief of Naval Operations 
on 29 November to restore to normal operations the MSTS nucleus transports 
and the two roll-on, roll-off vessels then supporting Operation Pian 316. 
Since the possibility still existed that the operation plan might be inpke- 
mented in the near future, the Joint Chiefs of Staff informed the Chief of 
Naval Operations that, if and when they made a decision to implement Operation 
Plan 316, he was automatically authorized to recall both the aucleus trans- 
ports and the roli-on, roll-off vessels from the Atlantic area without comple- 
tion of the voyages in progress. As a result of this directive, the Commander 
of the Atlantic Area, Military Sea Transport Service, announced that unloading 
operations were completed for the two roll-on, roll-off vessels on 1 December 
and that he had directed the MSTS representative at Savannah to immediately 
issue appropriate orders for these vessels, Consequently, the two vessels 
in question would not be available to the U. 8. Army Forces, Aglantic Command, 
after 1 December unless the Cuban Crisis worsened and the Joint Chiefs of 
Staff directed the implementation of Operation Plan 316,414 


Discontinuance of Special Units 


[6 The special units which had been organized in anticipation that 
Operation Plan 316 would be implemented had become superfluous by the end of 
November, The Ist Press Camp (Provisional) (CA), which had been designed to 
provide complete press coverage for the assault and combat operations in the 
Cuban area, was discontinued at Fort Eustis as of 30 November 1962. The 
supplies and equipment of this unit, with the exception of vehicles, reverted 
to the control of the Commanding General, Fort Eustis, for storage and bain- 
tenance pending further instructions. The unit's vehicles were to be 
immediately absorbed in logistical chennels at Fort Eustis for final disposi- 
tion under appropriate regulations and directives, 
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(a) The 100th Aviation Company (Atay) (Provisional) was organized to 
provide aviation support for both USARLANT Forward headquarters and the 
Peninsula Base Command. With the phase-out of USARLANT Forward and the 
anticipated gradual phase out of Peninsula Base Command, such aviation sup~ 
port wag no longer required and the unit wes discontinued on 12 Deseuber 
1962, 


3) The Peninsula Base Command had been organized in late October 1962 
to carry out the mission of the Conmanding General, USCONARC, as Department 
of the army Coordinating Authority. Sven though this command had Shen given 
a target date of 20 December to complete movement of all units which had been 
pre-positioned in the Florida - Georgia area, the close-oue actions were com- 
pleted so expeditiously that most of its own personnel had already returned 
to their home stations by 15 December 1962. Between 16 and 31 December those 
elements of the command's subordinate units which remained behind in Florida 
maintained minimum essential operational readiness requirements and prepared 
to dispose of the remaining supplies and equipment in accordance with verhal 
instructions of the Third Army and USCONARC comenders. A small qucleus 
headquarters was maintained at the Peninsula Base Command (Forward) after 

31 Deceuber 1962, and che command proper wae finally discontinued 7 March 
1963. 


Close Gut of Headquarters, USARLANT Forward 


of The stand-down in readiness conditions and return of all units to 
their home stations beginning on 3D November obviated the requirement for 

a Forward Headquarters of U. 8. Army Forces, Actantic Command. General 

Powell informed his forward headquarters on 30fNovember of the actions which 
they would take to effect a close out. Actions were to be begun iemediately 
to close cut ali operations as soon as possible and to return all troops to 
their home stations by 10 December 1962, Provisions would have to be made to 
retain suffictent personnel for security measures and for periodic testing of 
the communications network which had been devised for the forward headquarters, 
Arrangements also had to be made with Third Army for that headquarters to 
assume responsibility for funding, supplies, equipment, and facilities, to 
include accounting and field maintenance. While these instructions envisioned 
ἃ complete closa out of the forward headquarters by 10 December, the Commander 
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(2) USCONARC GO 22, 28 Mar 63, (UNCLASSIFIED). 


212 


FOP-SECREF~ 


in Chief, Atlantic Command, informed General Powell on 1 December that his 
forward headquarters would close operations effective 1900 hours, 3 December 4$1@ 


Gancellation of Port Call Alerts 


As Third Army issued its final directive for the immediate movement 
of all pre-positioned units to their home stations, it became apparent chat 
the crisis had subsided even though the possibility still existed that the 
plan might be implemented in the near future. The Commanding Officer, U. 8. 
Army Transportation Atlantic Terminal Command, reminded General Powell on 
3 December that his command had issued port call alerts to selected units as 
a result of directives issued in compliance with provisions of Operation 
Plan 316. The Atlantic Terminal commander requested information at that time 
as to whether these port call alerts were to remain in effect or were to be 
rescinded. Since ali units had reverted to DEFCON 5 status, the port call 
alerts were no longer applicable and were consequently cancelled.419 


Release of Antilles Command Forces 


gn As was indicated earlier, operational control of the forces of the 
Antilles Command, U. 8, Arty Caribbean, was transferied to the Coumanding 
General, U. 8. Continental Army Command, in order to carry out his responsi~ 
bilities as senior Army commander in the Cuban area. By agreement with the 
Commander in Chief, Caribbean Conmand, these forces carried out their normal 
aissions for the Commander in Chief, U. S. Army Caribbean, until such time 

as the conditions of the emergency would preclude their accomplishment, Con- 
ditions during the Cuban Crisis never deteriorated to that point, however, 
ith the result that operational control of the forces of the Antilles Command 
was only nominal at best. With the passing of the critical stages of the 
emergency and the stand down in readiness conditions, it was only logical 

that operational control should return te normal channels. Consequently, 
Admiral Dennison informed General Fowell on 3 December that the forces of 

the Antilles Command, U. 8. Army Caribbean, should be permitted to iamediately 
revert to the operational control of che Commander in Chief, Caribbean Command, 
in.accordance with previously issued instructtons.420 
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Withdrawal of Pre-Positioned Hateriel 


When the question of a stand down in readiness conditions was first 
broached co USCONARC, the general feeling of that headquarters‘ planning 
staff was that all pre-positioned materiel and equipment should remain in 
place as long as any possibility remained that Operation Plan 316 might be 
implemented, As late as 11 November 1962, General Powell notified Headquarters, 
XVIII Airborne Corps, that he had not developed any plans which called for the 
withdrawal of pre-positioned materiel.421 It was not until 23 November that 
Headquarters, USCONARC, confirmed the cancellation of equipment cali-forward 
and, as planning for ἃ stand down in readiness conditions began in earnest, 
General Powell appointed an Ad Hoc committee to develop recommendations as 
to what should be accomplished in this regard. ‘The USCONARC Chief of Staff 
issued additional instructions to this comnittee on 27 November which directed 
them to consider a number of new points in the logistics field including the 
vetenticn of Opa Locka Air Force Base on a permanent status. We also ques~ 
tioned whether the tentage gathered for this operationsshould be retained in 
the Florida area or returned to the depot. He suggested three alternate 
actions with regard to those Classes I, III, and V supplies which had been 
pre-positioned at the Florida bases: they could be retained at bases in 
Florida, but this might entail relocation; thay could be returned to the 
depot system; or they could be reduced by consumption. 4 


The USCONARC Logisticai Planning Staff completed ita recommendations 
by 30 November for the disposition of all pre-positioned materiel and equip- 
ment. It was decided that, since Class 1 supplies were expendable and had 
already been purchased, they would be expended by Third Army at Forts Jackson 
and Benning. Claes ΠῚ supplies would have to be returned to the depot 
system for the simple reasons that USCONARC's subordinate commands did not 
have a canning capability to reconstitute packaged POL stocks and the Army 
depot system was much better able to provide for theiz turnover. All Chass V 
supplies were to be returned to the depot system as directed by U. 8. Aray 
Materiel Coumand, but USCONARC recommended that they be located at either the 
Anniston or Blue Grass Depots so that it would be in the general area and 
easily available to Operation Plan 316 forces. Class ΤΙ and IV supplies 
represented the area which involved the greater share of funding; ali air 
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items were to be returned ta the depots which normally handled that categecy 
of supply while materiel which belonged to Third Army would remain in that 
Army area. Third Army, however, objectédato purchasing all of the tentage, 
cots and like materiel since they had no funds for such purposes at that 
time.423 Peninsula Base Command requested immediate disposition instructions 
on 29 November for the 100 55:11 missiles which were stored in bunkers at 
Homestead Air Force Base and were intended for helicopter armament sub-systems 
for the HUIB aixcraft. Beth Peninsula Base Command and the lst Armored 
Division assumed that part of the missile supply was earmarked for use by 
that division and, on that hasis, a request was made that a stockpile of such 
missiles be established for the division at Port Hood, All 55:1} missiles, 
however, were eventually shipped to Letterkenny Army Depot, Pennsylvania.424 


At the time that USCONARG gave the orders for withdrawal, of pre- 
positioned supplies and equipment, some 8,600 tons of such materiel were 
located in the Peninsula Base Command area. Not included in this over-all 
tonnage figure were such mission-support items as forklifts, cranes, Light 
sets, generators, and roller conveyors, Of the over-all total, some 3,100 
tons represented pre-positioned supplies which had been moved into the Aray 
Staging Area Commands during a three day period, 19 - 21 November 1962, while 
some 5,000 tons represented pre-positioned air items. USCONARC alerted the 
Peninsula Base Command on 29 November and gave the actual order for movement 
to definite locations on 3 December. Α11 Class I Operational Rations stored 
at Opa Locka Aix Force Base were shipped to Fort Benning while those stored 
at Sanford Naval Air Station were shipped to Fort Jackson, All oils and 
lubricants in Classes III and ΣῚ ἃ were shipped to Atlanta Army Depot while 
all fuels were shipped to Charleston Army Depot with the exception of 265 tons 
of motor gasoline (approximately 72,500 galions) which was consumed Locally 
at Opa Locka Air Force Base during Operation ROLL-UP at the direct request of 
the Commanding Officer, U. 8, Army Petroleum Center, All Class V supplies 
were shipped to the Anniston Army Depot, Alabama, except the $$-11 missiles 
which were shipped to Letterkenny Army Depot, All tentage and cots were re- 
tained by Third Army and shipped to Fort Benning. Approximately 550 tons οὗ 
TOE air items were shipped to Fort Bragg and Fort Campbell for the two air- 
borne divisions, while 78 percent of the remainder was returned to Richmond 
Army Depot and the remaining 22 percent to Memphis Army Depot. All of the 
shipments were completed between 5 and 10 December 1962 and were accomplished 
with promptness and the generation of a minimum number of problems. The 
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Commanding General, Penitisula Base Command, concluded that the roll up opera~ 
tion conclusively demonstrated that his aupport unite had the capability and 
know-how to sove large quantities of suppiiies in a minimum period of tine.425 
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STAND-BY STATUS ταὶ CONTINUED READINESS 


“ Even though tensions in the Caribbean area had relaxed to the point 
that the Joint Chiefs of Staff were able to authorize a stand down in readiness 
conditions and direct the return of all pre-positioned units to their home 
stations, the possibility still remained after 1 December that Operation Plans 
312 and 316 might have to be implemented. The fulfiliment of Soviet promises 
to remove all {1.28 aircraft from the island of Cuba could not be confirmed 
until after 20 December, the terminal date of che Sevier agreement, But even 
if this latter promise were kept -- as had been the Soviet promise to remove 
all Intermediate Range Ballistic Missiles (IR8M) from Cuba -+ several factors 
still remained which necessitated continued vigilance on the part of the United 
States, The very fact that the Castro Government in Cuba was an avowed 
Communist State operacing some ninety miles off our southern shores required 
constant surveiilance to keep Castroism confined to the island of Cuba. Overt 
actions on the part of Castro which could be construed as aggressive acts would 
require immediate retaliation by the United States acting for the Organization 
of American States, The undeniable presence of Soviet troops and alleged 
Soviet technicians in Cuba was a constant source of irtitation co the United 
States, and any attempt to reinforce them in sizeable numbers would have to 

be met with a further ultimatum. It is a fact of life in international 
relations that ultimatums to be effective, must be backed with a show of force. 
Consequently, USCONARC and its subordinate commands went into a stand-by status 
after 1 December which required continued readiness, but not the short-fuze 
type of readiness which prevailed during the period from 19 October until 
approximately 1 December. 


Retention of Air Defense Units in Florida 


et Of prime importance in the southeastern area of the United States 
was the maintenance of a proper defense against sneak attacks from Cuba either 
with aiteraft or with missiles. Consequently, as planning for a stand down in 
readiness conditions began, the Department of the Army, in conjunceian with 
che Joint Staff, determined that all forces of the Continental Air Defense 
Command (CONAD) should retain their present posture bue that the Automatic 
Weapons Battery, which USCONARC had provided, could be returned to its home 
station because of its limited capability. At the same time, the USCONARC 
commander attached the umits in question to Third Army for administrative and 
logistical support but left them assigned to U. 8, Army Air Defense Command 
(USARADCOM) for operational control, Command and controi functions over the 
air defense units and their supporting detachments became rather complicated 
at this point since they were assigned to Second, Fourth, or Sixth Amiies, as 
appropriate, further assigned for operational control only to USARADCOM,: und 
attached to Third Army for administrative and logistical support. Third Aruy 
had placed some additional Ordnance units in Florida to support che USARADCOM 
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air defense units and these, too, were required to remain so long as the 
current posture of air defense readiness was retained, evep, hough the latter 
units were not under the operational control of USARADOOM. 


OS At the time that all USCONARC units were being returned to their 
home stations, the U. S. Army Air Defense Command developed a study for 
presentation to the Jotat Chiefs of Staff on air defense requirements in the 
southeastern area of the United States, It was determined at that time that 
only Battery B, 59th Artillery (Automatic Weapons), could be released as had 
already been recommended by the Department of the Army, As of the end of 
January 1963, there remained in the Florida area one air defense artillery 
group headquarters, two HAWK missile battalions, and one NIKE-HERCULES missiles 
battalion which was minus one firing battery. In addition to the actual air 
defense units, supporting Ordnance units were required to remain to render 
the proper support. These included not only those units normally attached to 
such missile battalions but also Ordnance units assigned to the area by Third 
Army for the support of the U. 8, Army Air Defense Command, At the end of 
January these units included an Ordnance pgttalion, one Ordnance company, 

and six specialized Ordnance Detabhmenta, 


Authority to Retain Unit Suppifes and Equipment 


we The materiel readiness of the units assigned to Operation Plan 316 
when the Cuban Crisis occurred in October was one of the major obstacles which 
had to be overcome in order to prepare those units for actual combat operations 
in the objective area, Headquarters, USCONARC, had initiated Logistical Plan 
DEUTSCHMARK which was merely ἃ transfer of the required supplies and equipment 
from non-committed units τὸ those assigned to the Operation Plan.443 in 
addition, Department of the Army authorized higher supply priorities for all 
Operation Pian 316 units so that theynmight obtain any required supplies and 
equipment foom the depot systens. The maintenance of an eighteen-day reaction 
time for an extended period as directed by the Joint Chiefs of Staff meant that 
the materiel readiness of the assigned units could not be allowed to deteriora, 
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While the imslementation of Logistical Plan DEUTSCHMARK had undoubtedly caused 
wateriel shortages among the non-committed units in USCONARC, the return of 
this materiel to the original owners would seriously affect the readiness of 
Operation Plan-316 units, Consequently, on 30 November the Department of the 
Army directed that U, 5, Army Operation Plan 316 units would retain 411 TOE 
and TA equipment, as well as unic loads then on hand. Units loads authorized 
for retention included basic loads, prescribed loads, mission loads, and 
univers&! mission loads, This authorization to retain unit materiel currently 
on hand applied both to equipment obtained under Logistical Plan DEUTSCHMARK 
and that equipment requisitioned fra the depot systems under increased 
priorities for Operation Plan 316.4 


Continued Maintenance of 2 Communications Net 


ων As had been mentioned several times previously, the establishment 
of an eighteen-day reaction period for all Operation Plan 316 units by the 
Joint Chiefs of Staff meant that this readiness posture would have to be 
maintained for an indefinite period, Because of this fact, the Commander in 
Chief, Atlantic Command, informed General Powell on 29 November that he 
required the maintenance of the communications net which had been established 
for both Operation Plans 312 and 316. In addition, he felt that boch USSRLANT 
and USARLANT Forward headquarters should be maintained in a reduced status and 
held ready for immediate expansion. Since this direccive was in agreement 
with a decision already made by General Powell, USCONARC quickly developed 
plans for a rapid reactivation of the communication net which supported the 
various Operation Plan 316 Army Staging Area Commands. USCONARC intended to 
expand the existing facilities at five of the seven airbases used as staging 
areas in order to meet the established communications requirements, it was 
also determined that USCONARC could provide the necessary augmentation in 
personnel and equipment. 


of On 14 December the communications net established in the forward 
area for the support of Operation Plan 316 reverted to the operational control 
of Third Army, che command which had previously been responsible for the 
maintenance of the communications equipment. In this regard, Third Army 
pointed out to USCONARC that it would have a continuing requirement for two 
aircraft to carry out its responsibilities for the communications net and that 
such a requirement would remain valid so long as the net was continued in its 
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present status, This network was still maintained on a standby operational 
status subsequent to 31 December 1962, although certain items of signal 
equipment were phased out of the net, All excess signel equipnent was stored 
and maintained at Homestead Air Force Base, Florida, 99] 


Continued Aviation Susport Requirements 


Oe Despite the stand down in readiness conditions, the requirement to 
maintain an eighteen-day reaction time and to maintain an operational 
readiness capability created certain problems in the field of continued 
aviation support until such time as the support requirements were assumed by 
Third Army, The provisional aviation company which had been organized to 
support USARLANT Forward and the Peninsula Base Command was discontinued on 
2 December, just one day after USARLANT Forward indicatea to General Powell 
that it would require the services of a small aviation detachment<for an 
extended period o§ time. USARLANT Forward reduced their support requirements 
to a detachment consisting of two L23 aircraft, three 120's, one HULA and two 
RULB's and moved the detachment from Miami International Atrport to Homestead 
Air Force Base. Aviation support requirements were assumed by Third Army on 
14 Becember 1962 and that command had to satisfy all such requirements from 
its own available resources from that point onward, 


Survey of Air Items in Storage 


Sp long as the Joint Chiefs of Staff required all Qperation Plan 
316 units to maintain an eighteen-day reaction time, even though located at 
their home stations, the equipment prepared for aerial delivery to the 
airborne units in the objective area could not be fully released as were other 
supplies. By Late December all air items had been returned to either division 
control at home stations or to the depot systems, Both USCONARC and the U. 8, 
Army Materiel Command intended to maintain these items in a maximum readiness 
condition for subsequent use. A continuous logistical effort was required on 
the part of both division supply personnel and the pertinent depots since 
periodic surveillance inspections had to be made and parachutes had to be 
repacked on an annual basis. Even before the irems were returned from pre- 
positioned locations, the XVIII Airborne Corps commander requested permission 
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for ἃ team of two officers from his headquarters to periodically visit the 
kocations where such equipment was stared, On each visit the team would 
determine the shortages which existed in the various project codes, the 
completeness of stockage at each location, and the suitability of any 
substitute equipment for operations im the objective area, In addition, che 
officers would inspect the conditions ef packs and containers, as well as 
the conditions under which che equipment was stored, and determine the next 
repack interval for the parachutes. The first visits for the team were 
scheduled te commence shortly after 1 January 1963, 433 


Filler Personnel Policy in the Event of a New Alert 


ae One af the major problems facing all levels of command during the 
partial implementation of CINCLANT Operation Plan 316 during October and 
November 1962 was the provision of sufficient filler personnel to bring the 
alerted units up to maximum deployable strength, As a result of various 
personnel actions, this question was again significant by the end of December 
1962, particularly so in view of the eighteen-day reaction time imposed by 

the Joint Chiefs of Staff. As a partial solution to the problem, USCONARC, 

on 29 December, issued new guidance pertaining to criteria and procedures to 
be followed in furnishing personnel to both troop list and supporting units 

in the event that they were again alerted for possible implementation of 
Operation Plan 316, While “he criteria pertaining to expiration of term of 
service (EIS) had been lovered to twenty days at the time of the Cuban Crisis, 
USCONARC now directed that individuals assigned co the units in question would 
be considered deployable at the time ofckhe alert only Lf they had thirty days 
or more remaining until ETS, Individuals attached or assigned from local 
installation resources would also have a minimum of thirty days remaining 
until ETS, On the other hand, individuals from other than local installation 
resources who were placed on temporary duty with these units would have to 
have a minimum of sixty days remaining until ETS. As a departure from 
procedures in use during the height of the Cuban Crisis, USCONARC placed 
certain limitations on persona who could be counted as part of the deployable 
strength of the appropriate units. Individuals actually asstgned to a 
particular unit and on temporary duty with a mobile training team could 
neither be recalled nor considered a part of the deployable strength of 

that unit, nor could unit officers attending an Army Service Scho“! nor 
enlisted men attending an MOS-producing course, Certain limita’ was were 

alsa imposed on the categories of troops which could be used as filler 
personnel for Operation Plan 316 units. Férst of all, individuals assigned 
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to the permanent party contingentt-af Army Service Schools or Arwy Training 
Centers could not be used if such uee adversely affected the training output 
required by either the Department of the Army or USCONARC, Likewige prohhbited 
was the use of personnel on temporary duty with mobile training teams, officers 
attending Army Service Schools, or enlisted men attending MOS-producing courses. 
Finally, no individuals could be used who had been notified of their selection 
for overseas movement unless specifically exempted by the Department of the 
Army, Individuals who were actually assigned to Operation Plan 316 unite ct 
the time of a new alert would be removed from overseas and CONUS reassignment 
orders, except if they were earmarked for any of the following coumands and 
activities: U, 8. Army, Pacific; U. S, Army, Hawaii; Eighth ὕ, 8. Aray 

Ryukyu Islands; U, S. Army,Jdapan; activities in Vietnam; and all Military 
Assistance Advisory Groups and Military Attaches. These specific areas of 
exemption, however, could be changed, depending upon the situation at the 

time of the new alert, Of course, an exception was always made for those 
individuals whose removal from auch orders would create a serious personal 

er financial hardship. USCONARC emphasized that commanders at all echelons 
who furnished enlisted personnel in response te temporary duty or permanent 
change of station levies or directives were to insure that the persons so 
selected were qualified for immediate and effective use by the gaining 
commander, Specifically prohibited was the use of these directed transfers 

to obtain relief from the responsibilities of appropriate personnel actions 
such as proper physical reprofiling, reclassification under pertinent Army 
regulations, discharges, or other disqualifying conditions. 


we USCONARC established a new set of procedures for filling Operation 
Plan 316 units to the minimum deployable strengths and for providing other 
temporary duty personnel needed to supplement units or activities supporting 
the operation plan. In the case of officer personnel, the Army or station 
commander concerned would obtain branch clearance direct from Department of 
the Amy prior to placing the officer or warrant officers on temporary duty. 
This was to be accomplished by the most expeditious means; initially by 
telephone and then further confirmation by message if commumications facilities 
and time permitted, Requests for officers which could not be provided from 
within an Army area were to be transmitted to USCONARC only after the 
appropriate Army commanders had exhausted all available resources by applying 
maximum grade, branch, and MOS qualifications. In addition, a determination 
would have to be made that the requested officers were necessary and essential 
to the accomplishment of the unit's mission or to bring a particular unit to 
minimum deployable strength as stated in Cperation Plan 316, Insofar as 
enlisted personnel were concerned, commanders of those installations where 
Operation Plan 316 units were located were directed to fill these units to 
prescribed strength using on-base personnel. Filler personnel were to be 
provided to the gaining unit on a permanent change of assignment basis with 
the exception of Ἐ7' 5 through E9‘s; the latter personnel would be furnished 
on an attached basis only, ALI filler requirements remaining After this 
initial action would be referred to the appropriate CONUS Army commander who 
would effect mass filler action using personnel assets available within his 
own Amy area and under his control, All personnel selected by the CONUS Army 
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commanders would be provided on a temporary duty basis only. All remaining 
requirements would be forwarded to the Commanding General, USCONARC, who would 
thereupon effect a maximum £111 from all available resources on either a 
temporary duty or permanent change of station basis. 


a All CONUS Army commanders were directed to establish a time table 
for the accomplishment of these personnel actions so as te insure the arrival 
of reinforcements within the required eighteen-day reaction time. As a matter 
of information, USCONARC pointed out to the Army commanders that, after initial 
requirements were received end acted upon, Department of the Army was prepared 
to respond te requests for clearances and exceptions from either USCONARC or 
the GON@EArmies on the very day that they were received. As a final measure, 
USCONARC directed the CONUS Army commanders to take whatever actions necessary 
to insure £111 of Operation Plan 316 units on a permanent change of assignment 
or permanent change of station basis in order to reduce temporary duty require- 
ments on a continuing basis to the absolute minimum, 


Sontinuation of Command and Planning Arrangements 


ΩΦ Planning responsibilities and command arrangements for the develop- 
ment and implementation of Operation Plans 312 and 316 have been described in 
detail earlier in this study. On 11 January 1962, the Joint Chiefs of Staff 
informed the Commander in Chief, Atlantic Command, that the Cuban contingency 
planning and command arrangements for Operation Plans 312 and 316 as used 
during the Cuban Crisis would remain in effect unless otherwise directed, 
This decision insured the existence of workable command arrangements in the 
event that the plans would have to be implemented and continued acceptable 
planning arrangements for the development of further recommendations for 
acceptance by the Joint Chiefs of Staff,439 
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Chapter IX 
LESSONS LEARNED DURING THE CRISIS436 


The occurrence of the Cuban Crisis and the resultant partial 
implementation of the pertinent contingency and support plans provided U. 8, 
military leaders with an excellent opportunity to test their plane under 
realistic conditions short of actual combat. This dress rehearsal for 
Operation Plan 316, moreover, developed a mass of ideas which could be 
thoroughly sereened for wasy to improve the execution of that plan. The 
numerous extensive and constructive comments made by both USCONARC staff 
offices and agencies and appropriate subordinate comands indicated the 
manner in which all participants performed during the crisis. That many 
problem areas existed is attested to by earlier presentations in this study, 
but remedial actions proposed for each of these aveas were intended to insure 
the successful execution of Operation Flan 316 under actual combat conditions. 
What is more, the lessons learned from an intensive study of the major problem 
areas duting the period of partial implementatton were applicable to other 
operation plans as well, General Powell was enthuiastic about the ways which 
were found to improve both the plan and its execution and felt that the lessons 
learned had definitely improved the day-to-day adninistrative, operational, and 
logistical procedures of the entire U, 5. Continental Army Command, 


Study of Lessons Learned 


While Operation Plan 316 was being partially implemented as a resule 
of the Cuban Crisis, the USCONARC Chief of Staff held a series of informal 
discussions with bis Deputy Chiefs of Staff to outline guidance for improving 
the plan based on experience gained in deploying both troops and supporting 
activities. He feit that Headquarters, USCDNARC/USARLANT, as the senior U. 8. 
Army headquarters involved in developing the plaus, as well as conducting 
actual operations, should insure that effective action was taken by all 
concerned τὸ applyiimprovements to plans, standard operating procedures, and 
other pertinent guidance. The Chief of Staff formalized and consolidated this 
previously developed guidance on 6 December 1962, at which time he established 
a USCONARC Ad Hoe Committee under the Chafemanship of the Deputy Chief of Staff 
for Unit Training and Readiness zo review the conclusions and recommendations 
which the USCONARC staff offices had derived from a close study of their 
respective opgtations, The committee was responsible for developing a list of 
USGONARG "Lessons Learned“ and for preparing resultant changes to USCONARC's 
plans, procedures, and policy directives, as well as for recommending such 
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changes to all levels of comand involved in the operation, While the study 
of "Lessons Learned” 2s a first priority was to be aimed at improving Opera- 
tion Plan 316, the conclusions and recommendations developed as a result of 
the study might well be applicable to other plans, 43? 


(> In order to fully satisfy the requirement placed upon them and to 
ingure that all sources had been exploited as directed, the Ad Hoc Coumittee 
directed the CONUS Army and corps commanders to submit any Lessons learned 
during the operation, Approximately 350 various Lessons learned vere submitted 
by the contributing sources, and while many of these referred to the same 
general problem areas, differing viewpoints resulted in diverse over-all 
treatments. The Committee made no attempt to edit any of these lessons prior 
to assigning them to the USCONARC staff office having primary interest, The 
final summary report of the Ad Hoc Committee was not completed, coordinated, 
and approved for dissemination until 15 May 1963,438 


Séneral Impressions of the YSCONARC Ad Hoc Committee 


As a result of a preliminary survey of the lessons learned at all 
levels of command, the USCONARC Ad Hoc Committee gained the impression that 
the major problem areas resulted mainly from rapid changes in USCONARC's 
missions and from the many changes in the reactitm times for Operation Plan 
316. In general, many of the problems involved and lessons learned seemed to 
stem from three major areas: the teorganization of the Army; the limited number 
of people who were actually acquainted with Operation Plan 316; and both the 
shortcomings of the operation plan itself and the improvisations which had to 
be adopted during its partial impgementation, 


Ce As far as the reorganization of the Army was concerned, many of the 
Heticuleces stemmed from the fact that familiarity with che new organizational 
structure was extremely Limited, particularly since both Headquarters, 
Department of the Aray, and Headquarters, USCONARC, had only been functioning 
under the new organizational structure since 1 July 1962, The fact that 
USCONARC's subordinate commands retained the old organizational structure pro- 
vided a furcher couplicating factor. One of the major sources of difficulty 
in this regard was the Technical Service areas where such services no longer 
existed as readily identifiable entities and, consequently, many of USCONARC's 
subordinate agencies lacked a knowledge of how to process certeia actions or 
from whom to obtain required guidance. 
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Se In the second general problem area, Operation Plan 316 wes confined 
to ἃ strict need-to-know basis by its very classification but, when the Cuban 
Cris{s occurred, it became necessary to acquaint vastly increased numbers with 
the plan not only at USCONARC headquarters but within the CONUS Armies as well. 
Reading the plan and executing pertinent portions thereof were thus concurrent 
actions for many of these new people. The problem was compounded at USCONARC 
headquarters with the arrival of temporary duty personnel who were not only 
not familiar with Operation Plan 316 but lacked even a working knowledge of 
USCONARC's organizational structure and command relationships, 


we While comments regarding shortcomings in che plan were many, they 
fell into approximately eight categories. Chief among these was the develop- 
ment of requirements vhich had not been considered in prior planning, but 
resulted mainly from the rapidly changing enemy situation. Many requirements, 
particulatly those which concerned reports, lacked sufficient detail or proper 
clarity, and many of those who commented on Operation Pla: 316 felt that it 
did not clearly delineate responsibilities assigned to various agencies. The 
Department of the Aray's decision to designate USCONARC as the departmental 
coordinating authority caused temporary difficulties since ἐς altered the 
responsibility for preparing movement schedules. Partial implementation of 
Operation Plan 316 pointed up the fact that planning coordination between that 
plan and counterpart plans developed by other headquarters or setvices was not 
adequate, The establishment of 8 USARLANT Forward headquarters created a 
number of additional difficulties particularly with regard to personnel, equip- 
ment, finances, and command relationships. Many of the comments within USCONARC 
headquarters concerned the Lack of a headquerters-wide standard operating 
procedure for implementing contingency plans and the fact that no pre-tested 
procedures existed for establishing an emergency operations center, Finally, 
many outside comments concerned the disruption caused to other vital Army 
activities as a result of the “crash basis” personne! augmentation of USCONARC 
headquarters, 


Seneral Conclusions of Headquarters, USCONARG 


(eS = ‘two different sets of general conclusions with regard to the partial 
implementation of Operation Plan 316 were developed by Headquarters, USCONARC, 
one in December 1962, immediately after the couplecion of the exercise, the 
other in May 1963, as a result of the intensive review and study of the 
situation by the USCONARC Ad Hoc Committee to develop “Lessons Learned." The 
December conclusions centered about what was considered a very successful 
partial implementation of Operation Plan 316, tr was pointed out at that time 
that the over-all operational readiness of USCONARC's STRAG forces had been 
improved as a resule of the Operation Plan 316 Troop List units being given 
the highest equipment priority in addition to a redistribution of equipment * 
from lower priority units. Ic seemed at that time that the USCONARC coumander 
was the logical and proper choice to carry out the additional command responsi-~ 
bilities of Conmander in Chief, Ὁ, 8, Army Forces, Strike Command; Commander 
in Chief, U, 8. Army Forces, Atlantic Command; and the Department of the Army 
Coordinating Authority; and that Headquarters, USCONARC, as Headquarters, 
USARLANT, vas completely capable of supporting and controlling operations in 
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support of CINCLANT Operation Plan 316. “-. che same time, actions taken by 
Headquarters, USCONARC, concerning Opexation Plans 520 and 521 insured that a 
general reserve of forces would be capable of reinforcing Europe. Finally, 
it was concluded that the use of forces and resources of USCONARC was in 
accordance with directives from the Joint Chiefs of Staff, the Department of 
the Army, and the Commander in Chief, Atlantic Command, and that all forces 
committed in support of plang other than Operation Plan 316 were earmarked 
against valid requirements, 


After studying the partial implementation of Operation Flan 316, 
the Ad Hoc Committee concluded that resources to maintain all units δέ full 
strength in personnel and equipment were just not available to USCONARC, zeven 
though a priority system for assignment of resources was in existence. 

However, unless this priority system supported the current primary wission of 
the USCONARCJcommander, the existing resources could not be made available to 
che units having the greatest need at that time, USCONARC was required to 
maintain all STRAF forces in a state of readiness commensurate with that 
necessary * implement a contingency plan within its envisioned time frame, 

If such a proper state of readiness could be maintained, it certainly would 
lessen the impact of mass transfers of personnel and equipment at a critical 
time. In this regard, the required readiness categories for each unit on the 
Operation Plan 316 Troop List were reviewed and announced to both Department 
of the Army and the CONUS Army commanders so that all agencies concerned could 
work coward bringing and maintaining each unit to the required state of 
readiness. Sut, while Operation Plan 316 was the current primary mission of 
the USCONARC commander, this mission was subject to change according to shifts 
in the international political situation, and the problem of bringing the units 
required to support the mission of the moment to the proper state of readiness 
ag prescribed in the pertinent contingency plan still remaited. 


ot It was evident to the committee which studied thls situation that 
many emergency tools were available to USCONARC, the use df which would have 
assisted in providing a wore efficient partial implementdéion of Operation 
Plan 316. For example, many actions were taken which shuld have occurred 
under DEPCON:1 states, yet only a DEFCON 3 status was actually put into effect. 
In like manner, an extension of the Expiration of Term uf Service of individual 
enlisted troops would have reduced personnel turbulences and the implementation 
of emergency financial procedures would have reduced confusion and lessendd the 
present funding impact on the command, Since authority to use these emergency 
tools was not forthcoming from higher command levels, USCONARC recommended to 
Department of the Army that they be taken into consideration in any future 
similer situations. 


G39. 
DF, DCSUPR to DCGRE and CofS, 8 Dec 62, subj: General Adams‘ 
Letter to General Powell, dtd 20 Nov 62, w/Incl, 8:8 Study, p. 8. (TOP SECRET). 
In AG TS Con. 
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wer It was alse very apparent to all concerned at Headquarters, USCONARC, 
though not to the subordinate comands, that deviations from any contingency 
plan could and must be expected. It was, however, incumbent upon each echeloa 
of command to Limit changes in the plan to those required by the situation and 
τὸ view with candor any divergent actions proposed by those not having intimate 
knowledge of the plans. Staffs at all levels of command had to be alert and 
prepared to make changes that would be caused by the differences between 
planning provisions and actual execution of the plans. 


Γ When the question axose as to a reduction in the currently prescribed 
reaction time of eighteen days for Operation Plan 316, the Ad Hoc Committee 
pointed out that the only possible methal of reduction was to pre-position 
many of the required units since some of them were normally stationed as far 
away ag Fort Lewis, Washington. The Ist Armored Division, which was the 
backbone of the ground assault forces, would definitely have to be moved from 
Fort Hood, Texas, to a sore advantageous location in either the Second or 
Third Army area. Pre-positioning was ἃ vital neces#ity if Operation Plan 316 
was to be implemented under the concept visualized at the beginning of 1963 
and the measure of necessity would increase to a marked degree {£ the reaction 
time had to be further reduced. 


oT A conclusion of major importance was the fact that all concerned 
should iemediately examine both plans and capabilities for saintaining a 
general war posture in the event that Operation Plan 316 was implemented. It 
was pointed out in this regard that the partial implementation of Operation 
Plan 316 proved that an early decision to call up reserve components would 
not only enable USCONARG to more easily move into a generel war posture, but 
would also facilitate the actual implementation of the plan, release school 
support units for their primary mission, and assist in providing additional 
security forces and replacements in the event chat quclear warfare was 
introduced on the battlefield. 440 


Personnel Problems. 


wt Personnel problems were created by the very decision te prepare for 
implementation of Operation Plan 316 since this brought about an immediate 
requirement τὸ provide filler personzel for the pertinent units in order to 
tring them to the prescribed deployable strengtks. Planning guidance gener~- 
ated by the Department of the Army for the provision of filler personnel 


“a0. 
In addition to the over-all source as indicated at the beginning 


of the chapter, the above is based on; TAB C, “Comments on General Powell's 
Letter, subj: Review of Cuban Plans," to Ltr, CINCLANT to Ch/JCS, 25 Jan 63. 
(OP SECRET). in AG TS Con, 
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required modification on several occasions, At the outset of the exercise, 
the personnel deployability criteria was drastically changed in order to 
increase the number of croops available. Based on experience gained during 
che partial implementation of the plan, both USCONARC and che Department of 
the Army revised their instructions for filler personnel in the event that 
these units were alerted in the fucure, 44) 


ww The Office of the Deputy Chief of Staff for Personnei felt that 
valuable experience had been gained regarding procedures for reporting 
personnel strengths, which under normal conditions called for the manual 
posting of such reports. Since the timeliness of such reports was a major 
problem during partial implementation of the plan, it wes necessary to obtain 
daily teports by individual echelon reflecting its temporary change of station 
location. The time consumed in manually posting these reports emphasized the 
aeed for a machine strength accounting capability at Headquarters, USCONARC. 

Α separate Ad Hoc Committee was established to study the means of obtaining 
such a capability in as short a time as possible. 


oe Although the entire operation plan was never executed and no loss 

of croops vas actually experienced in combat, the USCONARC personnel planning 
staff felr that some clarification was required with regard to the procedures 
governing troop replacements for combat losses. Coordination between USCONARC 
and the Department of the Army was established in this field at the beginning 
of the exercise with the result that a workable solution was finally achieved; 
revised instructions have consequently been included in STRAC Operation Plan 
316. A major problem area of some importance was the urgent need for increased 
civilian personnel authorizations by the CONUS Armies, Only a small number of 
additional temporary spaces were immediately allocated at che time that 
USCONARC passed these requirements to Department of the Army while action on 
the remainder was appreciably slowed by demands for detailed justifications, 
USCONARC did satisfy many of the urgent requirements through the use of such 
expedients as adjustments of space resources, overstrengths against antici- 
pated hire lag, and the use of overtime, As a result of these rather unsatis+ 
factory arrangements, the Deputy Chief of Staff for Personnel, USCONARC, 
initiated action shortly after the beginning of 1963 to obtain authority from 
che Department of the Army to exceed space authorization on a temporary basis 
during an emergency and to submit justification after the fact, 


w One of the most perplexing problems which occurred was that of 
frequent changes and additions to the Operation Plan 316 Troop List. Units 
not committed to the operation plan were levied to provide filier personnel 
for commicced units but, in some instances, the former units were subse- 

quently added to the Trocp List in a depleted condition, thereby compounding 


ΠΝ 
See above, pp. 221 - 223. 
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the personnel fill problem, The obvious solution te this predicament was the 
maintenance of all units in their minimum acceptable reqdiness category. 
Because of the personnel problems inherent in the entixe military structure, 
any rapid changes or expansion of contingency plans would undoubtedly create 
problems which vould have to be solved as they occurred. 


Intelligence Aspects 


ra Intelligence operations did not play a large part in the partial 
implementation of the operations pian but most of the intelligence effort at 
Headquarters, USCONARC, was engaged in planning for the eventual execution of 
the plan, In this regard, the appointment of the Commanding General, USCONARC, 
as Commander in Chief, U. S. Army Forces, Atlantic Command, on 16 October 
changed the role of the USCONARC intelligence staff from that of close monitor- 
ship of planning by XVIII Airborne Corps to one of active patticipation in such 
planning. In this transfer of roles, four major problem areas were inherited: 
aerial reconnaissance and aerial photography; code words; availability of 
linguists to support the operation pian; and the availability of trained {magery 
interpreters and air reconnaissance liaison officers. 


oT Planning developed at the CINCLANT level called for the implementation 
of Operation Plan 312 immediately prior to the execution of Operation Plan 
316.442 gue Headquarters, USCONARC, had not been put on distribution for photos 
which would be taken during the implementation af Operation Plan 312. This 
omission was rectified at a Targeting Conference held at CINCLANT headquarters 
on 8 November when it was agreed that the U. 8, Air Force Tactical Air Command 
(TAC) would furnish USCONARC with one positive print of each photo for interpre- 
tation and reproduction, All USCONARC requirements in this field would be made 
known to the Tactical Air Command through a USCONARC Air Reconnaissance Liaison 
Officer stationed at TAC's Air Reconnaissance Center, MacDill Air Force Base, 
Flotida. 


oe Intelligence planners spent many long hours over the matter of code 
words, alphanumeric codes, and other types of codes which were intended to 
represent units, locations, or actions, The unrestricted use of these codes 
and their multiplicity could create security hazards and hinder efficient 
operations, USCONARC intelligence planners felt, therefore, that all future 
operation plans should make provisions for all code words as needed and that 
each code List should include alternate codes to be assigned by proper 
authorities wherever and whenever required by the operational situation. A 
procedure for insuring that adequate code words were included in any operation 
pian was developed as part of a USCONARS check list for measuring the adequacy 


of such plans. 


442, 
See above, pp. 7 - 8. 
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wa The matter of linguists chad come to the attention of Headquarters, 
USCONARC, tong before the Cuban Crisis occurred, In actual practice, linguists 
were trained in appropriate intelligence specialities and assigned to major 
Military Incelligence units in the Second, Third, and Fourth Army areas where 
they served as a linguist pool to satisfy Department of the Army requirements 
on a world-wide basis, Certain plans, hovever, required linguists not included 
in the pool, while the demand for Spanish linguists far exceeded the availa 
bility of those trained in Military Intelligence specialties, Levies placed 
against the CONUS Armies for Spanish linguists in November 1962, were only a 
partial solution since linguiste were required who possessed a military utility. 
To achieve this end, “blitz” interrogation courses were established at Forts 
George G. Meade, Bragg, and Hood in November 1962 as an accelerated training 
program, At the time that the Lessons Learned study was compiled by USCONARC, 
the headquarters intelligence staff admitted chat much remained to be done in 
this particular area, but that several staff offices ware working on the 
problem in order to achieve an acceptable solution. 


we With regard to the final problem area, the Cuban Crisis created 
heavy demands for trained photo interpreters which, for extended operations, 
were beyond the capability of the Ist Military Intelligence Battalion (Air 
Reconnaissance Support) (Field Army). This battalion would have co be broughe 
closer to full authorized strengch in order τὸ perform aii the missions required 
of it in USCONARC's contingency plans since, although it was a STRAC unit, it 
fluctuated between 25 to 66 percent of authorized unit strength. One suggested 
solution concerned a survey of the CONUS Armies to locate trained personnel 
whe would thea be eatmarked for duty with the Ist Milicary Intelligence Bata> 
talion as necessary, A joint study was conducted by the Deputy Chiefs of 
Staff for Personnel and Intelligence, USCONARC, in order to develop the most 
effective way of reinforcing the battalion. 


Qnerations Difficulties 


ew The partial implementation of Operation Plan 316 tequired Headquarters 
USCONARC, ta become an actual operational headquarters controlling and 
directing all ὕ, 8. Army activities and operations. A aumber of probleus 
iavolving both che headquarters, itself, and ite subordinare commande became 
apparent during this period and enabled the headquarters to realize its 
shortcomings and make recommendations to rectify the mistakes or to justify its 
course of action because of the over-all situation, A significant problem 
concerned the establishment of USARLANT Forward which drained USCONARC head- 
quarters of a great number of personnel at a time when the latcer was already 
over-taxed by its miltimission responsibilities. It was apparent that the 
previously envisioned mission gor USARLANT Forward would have to be carried 
out with much less of an expenditure of manpower and other resources in any 
future operations, As a result of this drain, USCONARC Headquarters personnel 
were replaced by temporary duty personnel from other headquarters on such a 
lavish scale that many other vital USCONARC operations were disrupted. The Ad 
Hoc Committee, in conjunction with operations specialists, recommended che 
establishment of a small "battle Staff" of approximately twelve officers which 
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would operate at Homestead Air Force Base to assist in furnishing quick 
solutions to XVIII Airborne Corps problems, but which would not serve as a 
major command element directing combat or support eperations, The Chief of 
Staff solved the major portions of this problem vhen he approved a aumber of 
separate recommendations on future command relationships. 443 


eT Another problem of some importance at Headquarters, USCONARC, was 
the fact that the Emergency Operations Center (EOC) in the main headquarters 
at Fort Monroe Became operational from the outset and, in effect, became the 
comand post for General Powell in his triple command responsibility as 
Commanding General, U. 8, Contingntal Army Command; Comaander in Chief, U. 8, 
Arny Forces, Strike Command; and Commander in Chief’,U. 8, Army Forces, ξένε 
Atlantic Command, Administrative procedures consequently had to be established 
for the EOC, as well as methods for handling classified documents and for 
processing actions on an extended basis, These requirements, were further 
complicated by the presence of temporary duty personnel unversed in either the 
operation plan itself or the USCONARC organizational structure. In order to 
insure a continuity of operations until these augmentees becameeconversant 
with their new duties, the staff of the BOC War Room was made up largely of 
officers and enlisted men from the Office of che Deputy Chief of Staff for 
Unit raining and Readiness. It was the opinion of the USCONARC Ad Hoc 
Committee that the EOC would have operated more efficiently if its responsi- 
bilities bad been limited to merely operating the War Room; handling only 
DEFCON, situation, and other recurring teports; and acting as the focal point 
for information withawhich to develop briefings. Sufficként officers should 
have been permanently assigned to the EOC at the earliest practicable date 

in order to maintain essential data and co provide a aucleus for any required 
expansion, Permanent expansion of the EQC was absolutely essential to avoid 
confusion in the initial, critical stages of any emergency and to preciude 

the requivement for a single staff office to allocate the bulk of its assigned 
personnel to EOC operations with a resultant loss of effort in other vitally 
necessary military operations, A new SOP was developed for future BOC 
operations which provided that che full potential of the EOC would only be 
realized at some time in the future when sufficient officers were available 


for permanent assignment. 


»" In the area of OON’S-wide training, for which USCONARC became 
responsible subsequent to } July 1962, interference with the Army training 
mission resulted from the use of school troops and individual members of 
school faculcies to support the JDP-FLAK Plan and the Army Staging Area 
Commands, The USCONARC planning staff recomended that units of the On-call 
Echelon of Operation Plan 316 be used for these purposes until such time as 
Acay Reserve units were available, The revised CONARC Operation Plan 316 was 
designed to include this provision, 


a3, 
See velow, pp. 2424s, 
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we USCONARC staff agencies also pointed up the fact that several 
problems developed in the field of unconventional warfare occasioned by the 
responsibility for providing logistical support to indigenous United Nations 
Forces and for providing intelligence services to the Atlantic Command's Joint 
Unconventional Warfare Task Force (JUWIFA), Two major deficiencies were 
responsible for chese problems; the absence of a permanent Joint Unconvention- 
al Warfare Task Force, Atlantic Command, at CINCLANT's headquarters; and the 
lack of an adequate and approved unconventional warfare plan supporting 
Operation Plan 316. It is an axiom in unconventional warfare that such forces 
aust be capable of reacting rapidly for agmost immediate use after the initial 
alert, The very absence of an approved unconventional warfare plan, as well as 
an unconventional warfare staff, meant that an Ad Hoc SUWTFA had to be organimd 
simultaneously with the development of detailed operational plans by the 
provisional staff on 2a “crash” basis. The USCONARC planning staff fele strongly 
chat a permanent and active nucleus Joinc Unconventional Warfare staff should 
be established to serve as a base for expansion to full staff size whenever 
the implementation of any conringency plan was imminent. In addition, the 
augmentees for this staff should be designated by name so as to insure the 
selection of properly trained individuals. It was also considered essential 
that unconventional warfare plans be kept current and that all responsibilities 
in this field be clearly defined. By the time that the Summary of Lessons 
Learned was prepared in February and March 1963, CINCLANT had studied various 
recommendations and obtained approval from the Joint Chiefs of Staff for che 
formation of a JUWIFA nucleus staff as a permanent part of his headquarters, 


re The distribution and availability of the various contingency plans 
was a major problem which almost defied solution and seemed to be a point of 
contention for most of the CONUS Army and corps headquarters, Distribution 

of such plans necessarily had to be kept to a minimum and made only a strict 
“need-to-know basis since they contained Top Secret information concerning 

U, 8, military intentions toward a foreign nation, the unauthorized disclosure 
of which would gravely endaager our national security. The Ad Hoc Committee 
recommended that a supporting USCONARC/USARLAN? Operation Plan 316 be published 
since it would be possible to assign a lower security classification to those 
portions dealing only with croop deployment and other matters of a non-tactical 
nature, thus allowing distribution on a much larger scale. This matter was 
still receiving che continued attention of Headquarters, USCONARC, at the time 
that the sumuary report of lessons learned was developed. 


eT Comments received from the USCONARCUsubordinate commands regarding 
operational matters for the most part were comprehensive, constructive, and 
contained criticisms which were generally well-founded and justified, Dis- 
cernible through the majority of these comments, however, was a tendancy of 
the subordinate headquarters staff to be inflexible when it came to executing 
plans, It was apparent to the Ad Hoc Committee that the majority of comments 
contained a “hetween-the-lines" criticism of any USCONARC actions requiring 
the subordinate commands to deviate from an existing plan. What was actually 
mainifested, according to the views of the committee, was a reluctance or an 
inability of these staffs to initiate any new, required course of action even 
though it had been suitably coordinated to avotd the magnification off"flaps." 
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ra As a final lesson in this area, the Ad Hoc Cowmittee found that 
many of the problem areas applicable to Operation Plan 316 were equally valid 
not only for other current contingency plans but for future planning require- 
ments as well. In order to preserve the lessons that were learned in this 
operation and to prevent their reoecurence in any similar future operations, 
the Committee included these points in an operations section of the check 
list prepared for staff useage. (See Appendix A). 


Logistical Support of Contingency Operations 


οἵ Ie is evident from the earlier treatment in this study that 
logistical problems assumed major importance during the partial implementation 
of Operation Plan 316 and hence provided fertile ground for numerous lessons 
τὸ the participants. A significant problem area was that of movements, both 
troop and supply movements via all available means and methods, In this 
regard, ic was very evident to USCONARC logistical planners that a critical 
requirement existed for the establishment of a movements control capability 
not only at the USCONARC level but also at the level of the OONUS Arnies, 
Since the consensus among the logistical staff was that this function was 

as vital to the Army's readiness posture as were training, supply maintenance, 
and communications, a movement control nucleus was established in the Plans 
Division of the USCONARC Office of the Depity Chief of Staff for Logistics. 
During the Cuban Crisis it was necessary for USCONARC to improve management 
tools, devices, and procedures rather than execute a planned system in this 
area. 


ee Perhaps a problem of even more importance was the absence of a unit 
designator system which was compatible with the needs of both supply procedures 
and movement reporting and which would serve to identify each unit, active or 
reserve, regardless of size, Early in 1963, USCONARC forwarded co che 
Department of the Army a series of recommendations concerning the need for a 
revised, simplified, and standardized procedure for unit movement reporting. 
In ordex to meet such a need, however, a transceiver capability was needed by 
the Logistical Command operating in the objective ἃ. 86, At the time of the 
partial implementation of the @peration plan, the Sth Logistical Command of 
the XVIII Airborne Corps did not possess the necessary data processing equip- 
ment not personnel te process line item requisitions through the transceiver 
systems which would net che objective area, the Base Command, and the Overseas 
Supply Agencies, but USCONARC did subsequently assign ἃ cransceiver capability 
and the required supporting Signal unit, 


or The problem of providing sufficient amphibious shipping to mount an 
amphibious assault over the beaches in a foreign area has been presented 
adequately earlier in this study. As a result of this problem the USCONARC 
logistical and movement planners concluded that the availability of military 
or naval craft within the active military establishment was wholly inadequate 
for even the initial requirements of Operation Plan 316. As a possible 
solution, additional sources of shipping of both the LST- anKSD-types would 
have to be identified by appropriate Naval authorities and plans would have 
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to be developed to insure the procurement of whatever additional shipping was 
required to lift the assault elements of the landing force to the objective 
atea, In this regard, CINCLANT did receive authority from the Joiht Chiefs 

of Staff τὸ place all eleven LST's in the ὕ. 5, Navy Reserve Fleet in a 
Category L condition; i.e., under normal condicions they would be only 25 
percent crewed but could be operationally ready within 48 to 72 hours after 
alert notification. Information available to the Military Sea Transport 
Service indicated that commercial sources could provide additional amphibious~ 
type shipping and CINCLANT requested the comander of the Military Sea Transpat 
Service to survey and maintain a record of 811 available vessels, It - as the 
consensus at Headquarters, USCONARC, that follow-up action would have to he 
continuous with regard to the eleven LST's in the U, 5. Navy Reserve Fleet 
and pertinent plans would have to be revised when they were actually made 
available. 

(δ The two roll-on, roll-off vessels had also created numetous problems 
for the USCONARC movements planners and it was felt that plans for their use 
should be thoroughly reviewed because of the need for special piers at both 
origin and destiaation terminals in order to take full advantage of their 
unique capabilities, Since this Limitation rendered the vessels unsuitable 
for assault operations, théir proper use would have to be considered at 

future surface movements planning conferences. These same movements planning 
conferences would have to consider che question of water terminals to be used 
during the execution of the operation plan, bath for embarkation of troops 
and shipment of supplies, as well as receiving terminals in the objective area. 
USCONARC movements planners recomended the development of pertinent plans 
based on the best over-all estimate of port capabilities, accessibility te 
the objective area and to the units’ home stations or staging areas, and 
consideration of the estimates of the Defense Traffic Management Service 
concerning transportation capabilities, and time, distance, and cost factors. 
The proposed port operations and capability plans would facilitate the 
development of shipping annexes to the contingency plans and help eliminate 
guess work in this phase of the planning. National Intelligence Summaries 
contained considerable suitable information concerning transport capacities 
of foreign port areas, USCONARC recommended to the Chief of Transportation, 
Department of the Army, that terminal representatives have port capabilities 
studies available during all future surface movements scheduling conferences. 
Lt was poinced out at the same time that the tactical concept of any oper< 
ational plan must cake into consideration a requirement to rapidly develop 
port or other terminal capacities and to exploit existing facilities, elements 
which were lacking in Operation Plan 316. 


@ One problem of some importance encountered by the logistical 
planners was that of loading and unloading aircraft under field conditions in 
the forward area. While work had been underway for some time to develop 8 
satisfactory system for this purpose, a difference of opinion existed between 
Army and Air Force planners; the Air Force preferred to follow procedures 
which would allow the best use and handling within its aircraft while the 
Army preferred to have the equipment fit into its trucks and trailers and to 
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be able to handle it under field conditions, The major decision facing 
USCONARC in this regard was whether or not the Air Force would perform its 
assigned mission of loading and unloading the afreraft. If the Air Force was 
to continue to accept this responsibility, then USCONARC vould have to decide 
where the Army would accept control of its personnel and supplies. This 
problem had been passed to the Department of the Army for consideration at 
that level, 


a Of paramount importance to USCONARC and particularly to its lo- 
gistical planning staff was the use of the Defense Readiness Condition 

{DEFCON) system in connection with contingency plans, It was apparent to the 
logistictans that the creation of combat forces ready for depdoyment in support 
of contingency plans was controlled by a number of factors and, in particular, 
by the time available for USCONARC τὸ complete certain required actions 
including the tailoring of service support units, reallocation of personnel 
and critical items of egiépment, and arrangements for coumercial and military 
transport for their movement, The USCONARG logistical planners were firmly 
convinced that DEFCON system could and should be the catalyst for chese actions 
since the warning time it was designed to provide created the envinonment in 
which improved force readiness could be achieved and, in the Field of logistics, 
its use started a chain of iaterzelated actions both at USCONARC headquarters 
and within the subordinate commands which was intended to bring the required 
forces to peak readiness condition. The same DEFCON system initiated actions 
by other agencies, such as the Military Sea Transport Service, the Military Air 
Transport Service, and the Defense Traffic Management Service, as well as 
commercial carriers who controlled the movement resources upon which the Army 
uniquely depended, It was consequently a valid conclusion that USCONARC's 
readiness depended to a great extent on the margin of warning that it received 
through the DEFCON system and this matter was presented to both the Joint 
Chiefs of Staff and the Department of the Aray for their consideration. 


¥, In this same regard, it was pointed out that the lack oz implemen= 
ation of the Department of the Army Financial Management Plan for Emergency 
Conditions “# had a very serious effect on the logistical readiness of the 
Command, Long lead times are required in the logistics area to obtain certain 
supplies, equipment, transportation, and other services and obligation authority 
must be available as early as possible to reduce this time frame te the 
absolute minimum. The rapid reaction time desired in readying troops in an 
emergency could not be siowed merely because the command did not possess 
authority to expend funds in a timely manner, It appeared only logical that 
the designation of an appropriate DEFCON status should automatically authovize 
the expenditure of funds commensurate with the state of emergency and a proper 
recommendation in this regard was forwarded to Department of the Army. 


aaa, 
See below, pp. 238-39, 
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om One of the most important lessons learned, which was as ouch 
conserned with unit training and readiness as it was with logistics, was that 
of providing support umits for the contingency plans. Some units ως such as 
round-aut forces for mechanized divisions -- were not available from active 
Army sources and hence could not be made available within the required 
reaction times. What is more, balanced forces to support eight divisions 

just did not exist in the active Army while certain other units, such as 
Graves Registration, did not exist within the CONUS active Army structure. 
Still other units, such as Transportation Corps detachnents and truck companies 
were not available in sufficient qumbers to support the expanded concept cf 
Operation Plan 316. It was apparent to the USCONARC Ad Hoc Committee that if 
rapid reaction times were required for contingency plans, balanced forces would 
have to be available from the active army structure to support any particular 
plan, or 8 possible combination of plans which might be implemented simultane- 
ously. A possible alternate solution would be to maintain selected U.S. Army 
Reserve units in a state of readiness comparable to that of active Army units 
and thus available for an immediate call to active duty, The Ad Hoc Committee 
recommended a coordinated study of the force structure by USCONARC and the 
Department of che Army and further indicated that there would have to be ἃ 
Rational resolve to call 05 reserves if the active Army was unable to provide 
che eroop units required for the implementation of a particular contingency 
plan. 


Fiscal and Funding Areas 


wo One of the thorniest problems during the partial implementation of 
Operation Plan 316 το and one which vas to continue to plague USCONARC in 
many areas for some time to come -- was the question of funding the emergency 
actions required to implement the plan, From ἃ Comptroller standpoint, the 
Command was fortunste in chat the crisis requiring such emergency actions 
occurred early in the fiscal year. Although USCONARC was given authority to 
exceed its established budget programs, the only possible way of funding the 
Cuban requirements was by using funds reserved for the latter portion of the 
fiscal year, thus merely postpowing the effects of the problem since ultimate 
relief would have to be provided in the form of an increased Annual Funding 
Program (AFP), Once Headquarters, USCONARC, embarked on a program for 
executing essential operations during a fiscal year τ- as outlined in its 
operaring program -- the over-all plan was disrupted if this same operating 
program was used to finance emergency actions. Such a procedure would not 
possibly work ἐξ an emergency occurred ducing the latter part of the fiscal 
year, In addition, when the Command was directed to use the available Annual 
Funding Program to accomplish such actions, limitations such as budget program 
controls should be automatically lifted and authority granted to USCONARC to 
effect interprogram transfers, At the Comptroller level it was felt that a 
Supplemental Annual Funding Peogram ~~ or some other appropriate financing 
means ~~ should be immediately provided upon the announcement of an emergency 
and that these funding actions should be identified separately from the normal, 
previously programmed operations so as to permit the Latter costs to remain 
as USCONARC's budget base for subesquent years. 
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« A related problem concerned the fact that under normal conditions 
USCONARC vas required to furnish a fund citation action ὃν elements of the 

U, S, Army Materiel Command and the Defense Supply Agency when obtaining 
various supplies from the depot systems, On the other hand, guidance published 
by Department of the Army permitted the use of advice codes in lieu of fund 
citations under emergency conditions which required the procurement of large 
quantities of supplies and equipment from Stock Funds, Management Funds, and 
Industrial Funds. Such authority was not given to USCONARC during the Cuban 
Crisis despite the existence of proper departmental guidance and the Command 
was required to provide funds to the Army Materiel Conmand and to the Defense 
Supply Agency for ali supplies and equipment drawn to support emergency 
operations. in addition to being a further drain on already limited resources, 
this procedure resulted in administrative delays in the execution of emergency 
actions, Since both of these problem areas were related to the question of a 
Financial Managefient Plan for Euergency Conditions -» as vere many others 
encountered «- ISCONARC prepared a special set of recomendations for action 
by the Comptroller of the Army. 


Financial Management Pian for Emergency Conditions 


GO The Ad Hoc Committee received approximately forty lessons learned 
fact sheets bearing on problems which would never have occurred if they had 
been considered in the preparation of the current Department of the Aray 
Financial Management Plan for Emergency Conditions (FMPEC), and if this plan 
were closely tied in with the various DEFCON's so that at a given period of 
time, certain steps would automatically be taken in the financial management 
area. The major criticism of the Department of the Aray was that the current 
plan was never implemented during the Cuban Crisis despite the fact that on 
numerous occasions USCONARC pointed out the resultant financial hardships. 

As a separate action, USCONARC recommended that Department of the Army publish 
ἃ revised ἘΜΡΕΟ which would automatically authorize specific emergency actions 
whenever a change in the DEFCON status was announced, USCONARC specifically 
requested that standing authority be given to develop an emergency coding 
supplement to the Army Management Structure with "standby" functional cost 
accounts to be used at the time that the existence of emergency conditions 

was recognized, Also requested was automatic authority to lift budgec program 
limitations and to exercise financial control at the Army Operations and 
Maintenance (OGM A) level whenever an emergency operation with a significant 
dollar impact was initialiy ordered into éffect, Finally, automatic authority 
was requested to provide for receipt of stock fund supplies in support cf 
emergency operations under appropriate coding without the use of fund 
citations, In this respect, accounts receivable applicable to such issues 
should be suspended pending receipt of funds for liquidation, In the same 
manmnet, accounts payable applicable to purchases made by Branch Offices from 
either Army or Defense Supply Agency stock funds should also be suspended 
pending receipt of funds for liquidation, 
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me In a similar vein, USCONARC recommended that a policy be established 
that costs incurred by each service -- shether for itself or for other © 
services -- be accumulated by the activity furnishing the supplies or services 
and transferred to the Department of Defense level for appropriate billing. 

As an alternative, a Standard Interservice Support Agroenent which met the 
funding and accounting requirements of all services including specific 
reimbursement procedures should be developed and agreed upon at the Department 
of Defense level, Such an agreement vould preclude interservice billing at 
the organization or activity level; support would be rendered on a common 
setvice basis, but identity or service costs would not be eliminated, 445 


Other Comptroller Area Problems 


Ξ“ In the data systems area, it was determined early in the operation 
that an expanded data processing capability was needed in order to supply 
General Powell and the subordinate commanders with more timely and accurate 
information, Needless to say, the manual processing of the voluminous data 
required for such an operation was very slow and required an excessive amount 
of overtime work, while simple manual errors were compounded into errors of 
major proportion, The USCONARC Comptroller therefore recommended that a 

data processing capability consisting of both van-mounted computers and 
peripheral coulpment be included in any future operations of this type. Since 
the chain οἱ command for such responsibilities was act clearly defined during 
the Cuban Crisis, USCONARC would have to determine and assign responsibility 
for ordering, procuring, and installing the data processing machines, as vell 
as determining the type and quantity required. During the Cuban Crisis 
operations, various staff offices at Headquarters, USCONARC, were involved in 
procuring equipment, Third Army also became involved, and some of the equip. 
ment was ordered by units on site directly from the manufacturer, Recent 
alignment of command lines for contingency action resolved some of these 
problems and USCONARC continued to take action τὸ make an acceptable system 
available for use, 


or The omission of disbursing and accounting support from the Army 
Staging Area Commands was another problem of some importance, Disbursing 
service vas provided on a limited basis by the 16th Finance Disbursing 
Seccion by the expedient of dispatching cells from the parent unit to these 
Army Staging Area Command sites scheduled for the heaviest troop population 
and centrally located in relation to other Army Staging Area Commands, The 
same unit, however, could net handle the accounting burden and this was 
partially solved by the staffs of the Army Staging Area Commands themselves 
and with such qualified personnel as could be spared by the Peninsula Base 
Command on a loan basis, The USCONARC Comptroller recommended that the Tables 


was, 
(1) BF, DCSCOMPT to CofS, 13 Mar 63, subj; Financial Management 
Plan for Emergency Conditions (0), Gp. 4, (CONPIDENTIAL}, (2) Ler, USCONARC 
to COA, 22 Mar 63, subj as above (U), ATCOM (0), Gp. 4, (OONFIDENTIAL), In 
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of Distribution for Staging Area Commands include sufficient personnel to 
handle both disbursing and accounting workloads and that the strengths for 
this purpose be related to the size of the troop population being served. 

In addition, Class 8 agents should be appainted to Finance Disbursing Sections 
servicing the entire area in which the Army Staging Area Coumands were located, 
and detailed instructions for these putposes were to be written into the 
Comptroller Annex for USCONARC Operation Plan 316, 


ot But perhaps a problem of more importance to the morale of all troops 
lavolved was the fact that many units and individuals arrived at the Aray 
Staging Area Coomands without Financial Data Records folders and without a 
Unit Personnel Officer capability for preparing vouchers and providing 
reimbursement of pay, allowances, and per diem. In the absence of a unit 
capability to prepare the proper vouchers, the Peninsul& Base Command directed 
the return of financial data records to home stations for payment either by 
check, Class A agent, or submission of a completed payroll co the Finance 
Officer, Peninsula Base Command, for direct payment. The USCONARC Comptroller 
pointed out in this regard that a need existed for coordinated instructions, 
issued in advance of the movement of either units or individuals, to insure 
that current and effective payments were made. 


of The manner in which the support units were dispatched inte ahe 
forward area, plus the fact that such units had to be filled with temporary 
duty personnel, caused certain repercussions in the fiscal area even though 
the established policy of both the Department of the Army and the Department 
of Defense should have eliminated such difficulties, For example, per diem 
allowances were paid to persons on termporary duty with units also on a 
temporary duty status despite the fact that this procedure was prohibited by 
the Joint Travel Regulations. Although original orders placing an individual 
on tempotary duty were amended to show that he was attached to a unit in that 
same category in order to preclude payment of per diem, this procedure was 
not uniformly applied. Reports reached Headquarters, USCONARC, that 
individuals from Fort George G. Meade, Maryland, had been paid per diem for 
their period of temporary duty at Homestead Air Force Base, The entire 
difficulcy could have been avoided by including in the pertinent travel orders 
the statement, "Per diem not authorized when goverment quarters are available 
without charge and government mess is available,” which was prescribed by 
Department of the Army message in June 1962 but never incorporated into Amy 
Regulations, The USCONARC Comptroiler reminded the Departmentod£ the Army of 
this discrepancy in the hopes that it would be remedied within the near future. 


wt The final problem in the fiscal area concerned the use of money in 
the objective area and would have caused some difficulties only if the plan 
had actually been executed. In the early planning stages, the Department of 
the Army stipulated that United States dollars would be used for local 
procurement in the objective area unless the Atay Component Commander feit 
that the use of local currency would facilitate the accomplishment of his 
mission, but if local currency was used, it was to be obtained at the most 
favorable rate possible. After the XVII Airborne Comander decided that he 
would use local currency for these pupposes, he was advised by the USARLANT 
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commander that any required local currency would be requisitioned from local 
banks on a hand receipt basis. Such requisitioning of local currency, in 
Lieu of exchange for dollars, created a situation wherein appropriated funds 
would not have been used even though they were available for obligation and 
expenditure. In the event that the plan was executed, disbursing officers 
using this procedure would have had to resort to the use of informal records 
to account for all requisitioned indigenous currencies, The USCONARC 
Comptroller concluded that, for the sake of control and uniform reporting, a 
need existed for standardized procedures for acquiring, controlling, using, 
and reporting such currencies. 


Shortcomings of Airborne Control 


aw At the time that contingency planning for the Cuban area was 
initiated, the concept of the Strategic Army Corps (STRAC) was that it should 
be an airborne combat force capable of air movement to any trouble spot in 
the world. These forces were under the direct command of KVIIL Airborne Corps 
which acted as USCONARC's planning agent for all contingency plans in which 
they might become involved, But by mid-1962 this concept had changed to 
include conventional Infantry and Armored forces, and a second Corps head- 
quarters -~ ΤῚΣ Corps -- was activated as the ground counterpart of the 
airborne corps. The expansion of Operation Plan 316 added two Infantry 
divisions and an Armored division to the assault troops which remained under 
the command of the Commanding General, XVIII Airborne Corps. At the end of 
the partial implementation of Operation Plan 316, the Commanding Genercl, ise 
Armored Division, developed several major criticisms of this strictly airborne 
command situation. He pointed out that che existing Field SOP of the XVIII 
Airborne Corps provided inadequate guidance for an Armored division since it 
was directed toward the command, control, and reporting procedures of airborne 
units which, in most cases, did not apply to an Armored division, He conse- 
quently recommended that the Field SOP be revised so as to include standard 
operating procedures which would be applicable to Infantry and Armored 
divisions as well as to Airborne divisions. The Ist Armored Division commander 
also pointed out that STRAC logistical instructions were intended to outline 
the general readiness posture to be maintained by 41} STRAC units but chat 
the only existing STRAC logistical instructions applicable to Operation Plan 
316 were thoss published by XVIII Airborne Corps and oriented toward 
airborne- and airlanded-type units, As a final recommendation in this regard, 
he requested that new STRAC logistical instructions applicable to all STRAC 
units be developed and published at the USCONARC level. 44 


646, 


Hq, ist Armd Div. The Role of the 15: Armored Division in the Cuban 
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Command and Control Functions*4? 


ae Numerous difficulties in the area of command and control functions 
were attributable to the very magnitude of the plan itself, the many and 
rapid changes to the plan, the shift in command responsibility for execution 
of the plan, and the addition of missions by the Department of the Army. It 
was apparent to the USCONARC Ad Hoc Committee that a majority of the lessons 
learned comments submitted by both USCONARC staff offices and agencies and 
the subordinate commands dealt with the various aspects of command relation- 
ships and responsibilities. What is more, the USCONARC command picture 
appeared confused even to the committee itself, 


ew The major change in commend relationsh(ps for CINCLANT Operation 
Plan 316 occurred on 16 October 1962 when a theater-type comand structure 

was established and service commanders in chief were superimposed over the 
original component task force commanders. ΑΘ the command structure for the 
operation of ὕ. 8, Aruy Forces, Atlantic Command, evolved, two new 
headquarters were established in the Florida area, the Peninsula Base Command, 
which assumed command of the Army Staging Area Commands fron Third Army, and 
USARLANT Forward, the ptincipal mission of which was to provide a forward 
hase for operations of the Commander in Chief, U, 8. Army Forces, Atlantic 
Command, in the event that it became necessary for him to control his forces 
from the forward area, The relationships between these three headquatters «- 
USARLANT Forward, Third Army, and Peninsula Base Command -- were never clearly 
or formally delineated, The USCONARC Ad Hoc Commitree logically concluded 
that USARLANT command relationships were ill-defined and did not make efficient 
use of the existing command structures; a more formal delineation of the com 
mand relationships between the three headquarters indicated above should have 
been forthcoming. What ig more, the command primacy of the Commafding 
General, Third Army, in the southeastern area of the United States was not 
respected, Many recommendations indicated that the control of the partial 
implementation of Operation Plan 316 should have been decentralized from 
Headquarters, USCONARC, to the Commanding General, Third Army, with the 2d 
Logistical Command (Peninsula Base Coumand) placed under his operational 
control, 


(of One of the serious difficulties encountered in this area was the 
fact that competing demands for support personnel at USARLANT Forward, the 
vatious Army Staging Area Conmands and for the execution of the Joint 
Defense Plan for the Florida Keys area (JDP-FLAK) resulced in the use of 


447, 
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school troops for certain of these roles. The use of school troops, as well 
as individual members-of school faculties jeopardized the continued operation 
of the schools from which they were withdrawn, But perhaps an even more 
serious problem concerning these factors was that they prevented the ac- 
complishment of many of the actions pertaining to the day-to-day operations 

of Headquarters, USCONARC, In the event that Operation Plan 316 had been 
executed, USCONARC would have been required to implement its mobilization 
mission for units and individuals of the reserve components; to continue to 

be responsive to the requirements of the Commander in Chief, U. 8, Strike 
Command, for other operation: plans; to expand its training center and school 
functions; and to accomplish ite normal responsibilities to the Department of 
the Army to include the ground defense of the United States, A reasonable 
doubt consequently existed in the ainds of many concerned with this problem 
that Headquarters, USCONARC, could have effectively and efficiently discharged 
its multiple missions and simultaneausly executed Operation Plan 316. It is 

a safe conclusion that the multiple missions would have suffered in an emergen- 
cy situation, 


With regard τὸ USARLANT Forward, the Ad Hoc Committee announced that 
a thorough study of the matter had failed to justify che establishment of that 
headquarters, particularly on such a lavish scale, on the basis of military 
necessity. Since the major argument put forward for the creation of this 
headquarters was that USAFLANT would also be operating from a forward base, 
chat headquarters was contacted for information concerning its forward 
operations under Operation Plan 316, Headquarters, Tactical Air Command, 
pointed out that General Sweeney's presence would be required in the forward 
area for Operation Plan 312 but that for that purpose he intended to use a 
"Batcle Staff" consisting of only twelve to Fifteen officers at the forward 
location where they would be furnished operational support by Headquarters, 
Nineteenth Air Force. General Sweeney and this “Bartle Staff" intended to 
remain at Homestead Air Force Base, Florida, only for the duration of Operation 
Plan 312 and planned return to Langley Air Force Basa imuediately upon its 
completion. The phasing of Operation Plan 312 into Operation Plan 316 would 
be decentralized to the Nineteenth Air Force which would continue operating 
from Homestead Aix Force Base. The Nineteenth Air Force was the Air Force 
Task Force under the Commander in Chief, USAFLANT, and was the operating 
counterpart of the XVIII Airborne Corps on che Army side of the picture. Lt 
was stated by Air Force spokesmen that concern for General Sweeney's other 
command. responsibilities as Commanding General, U. 8. Air Force Tactical Air 
Command, precluded the full-time location of his headquarters at Homestead Air 
Force Base during the period that Operation Plan 316 was implemented. ΣΕ, as 
originally stated, the main veason for USARLANT Forward was the presence of 
General Sweeney's headquarters in the forward area, the fact that General 
Sweeney would return to Langley Air Force Base δὸς Operation Plan 316 required 
General Powell's presence at Fort Monroe rather than in Florida, Thus, no 
justification existed for the establishment of USARLANT Forward on the basis 
of military necessity. What is more, the establishment of USARLANT Forward at 
Homestead Air Force Base on an elaborate scale would deprive XVIIL Airborne 
Corps of required operational space and communications facilities. 
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wm On the positive side of the picture, the conduct of Operation ROLL 
UP at the and of November 1962 gave an indication as to how the concept of 
USARLANT comand relationships should have worked. The USCONARC/USARLANT 
staff developed the basic concept for withdrawal of Army forces, coordinated 
it with Third Army in a planning conference, and assigned the resultant 
mission to the Commanding General, Third Army. Peninsula Base Command (2d 
Logistieal Command) was placed under the operational control of the Third 
Army Commander for the execution of Operation ROLL UP, ἃ command arrangement 
which proved to be both workable and effective. Pre-positioned Army forces, 
the presence of vhich was no longer required, were withdrawn and returned to 
their home stations with only a minimum of participation by Headquarters, 
USCONARC, 


oe As a result of thorough review and consideration, the USCORARC Ad 
Hoc Committee made a separate report on the question of coumand and control 
relationships in which they recommended that the Commanding General, USCONARC, 
make use of the principle of decentralization within the existing command 
structure. As a first move in this direction, General Powell should assign 
co the Commanding General, Third Army, the mission of organizing, operating, 
and controlling the Army Staging Area Commands, with USCONARC furnishing 
concept guidance only and requiring a study to determine how the Third Amy 
commander would accomplish his mission and at which point in time the mission 
would cease. The 2d Logistical Command would have to be attached to Third 
Army as required for the execution of Operation Plan 316 but this was visuali 
ized as being only during the deployment phase of the plan. The Commanding 
General, Third Army, should also be assigned responsibility for movement of 
tenant units inte the Army Staging Area Commands as required by the approved 
movements schedule, and should be permitted, after proper coordination with 
USGONARC and XVIII Airborne Corps, to use the units of the On-call Echelon of 
the Operation Plan 316 Troop List for the initial operation of the Army Staging 
Area Commands. Coordination and direction of the employment phase of 
Operation Flan 316 should be decentralized co the Commanding General, XVIII 
Airborne Corps, with the 2d Logistical Command most probably assigned to a 
direct support mission until after Joint Task Force, Cuba, was activated, As 
a final recommendation, the Committee suggested that the composition and 
location of USARLANT headquarters be resolved by separate action. (This 
latter recommendation was the subject of αὶ separate scudy by the USCONARC 
Comptroller with the final report to be completed at a later date.) 


Recommendations of the Ad Hoc Comitzee 


er Since the review of Lessons learned during the partial implemeatation 
of Operation Pian 316 was intended mainly as an exercise to deteraine ways to 
improve that plan, as well as any other contingency plans to which the same 
lessons might apply, the staff agencies cook immediate steps to correct the 
problem areas that were so delineated. By che time that the final report of 
the Ad Hoc Committee had been prepared, coordinated and approved in May 1963, 
many of the lessons learned areas had been reported separately as having been 
acted upon in such ἃ way that they were no longer cnnsidered ἃ problem of 
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major importance for extensive and intensive consideration by the entire 
command, Consequently, the first of three final recommendations by the Ad 
Hoc Committee stated that those lessons learned items which had been reported 
separately should be considered as having been completed or that action had 
been initiated which obviated the necessity for further active command 
consideration. 


a Many problems, however, remained which could not be settled by staff 
action as the USCONARC level or which required continued surveillance at that 
level to insure that actions were instituted by the proper command echelon, 

or that proper equipment, personnel, and the like were provided in order to 
correct the problem areas indicated in che lessons learned items. This 
category of items was reported in detail and included in the final report of 
the Ad Hoc Commictee, which recommended that action be continued on such 
lessons learned items by the USCONARC scaff section having primary interest 
until such time as the problem areas which engendered them were successfully 
resolved. 


Or As was indicated earlier in rhis chapter, it was evident to the 
members of the Ad Hoc Committee that many of che problem areas commented upon 
in the Lessons learned reports both of the USCONARC staff agencies and the 
subordinate commands were common to the implementation of contingency plans 
and not iselated instances resulting from Operation Plan 316, In order to 
preserve the efficacy of the lessons lessons learned in this exercise and to 
prevent their repetition in any future operations, the Committee developed a 
check list for use in the various headquarters staff areas -- personnel, 
intelligence, operations and training, logistics, and comptroller activities τὰ 
te determine the completeness of any particular contingency plan. (See 
Appendix A). As its final recommendation, the USCONARC Ad Hoc Commitecee 
recommended that the proposed check list be approved and included as an 
integral part of its final report for use in all future operations involving 
concingency plans. 
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AATCC 
Abn 
ace 
ACL 
ADVON 
AFB 
AFEIS 
AFP 
Alt 
AMC 
ANGLICO 
ANTCOM 
ARC 
APOE 
APU 
ARB 
Armd 
ASA 
ASAC 
ASCE 
ASL 
ATD 
ATE 
ATGH 
AW 


BARC 
BAS 
BCT 
Bde 
BDL 
BG 
8L 
BRO 
BUT 


cA 
CALSU 

CAM 

CARIBCOM 

ce 

cer 

cHOR 
CINCAELANT 
CINCAPSTRIKE, 


GLOSSARY 


ταν Air Traffic Control Center 
Airborne 

Army Component Command(er) 

Allowable Cargo Loads 

Advanced Operations (USAF) 

Air Force Base 

Armed Forces ERamining and Induction Station 
Annual Finding Progran 

Advanced Individual Training 

See: USAMC 

Air and Naval Gunfire Liaison Company 
Antilles Command 

Aray Peeroleum Command 

Aerial Fort of Embarkation 

Aray Fostal Unit 

Armored Rifle Battalion 

Armored 

Army Security Agency 

Aemy Staging 4rea Command 

Ὁ, 8. Army Strategic Capabilities Plan 
Authorized Stockage List 

Air Traffic Director 

Aray Task Force 

Anti-Tank Guided Missile 

Automatic Weapons 


Barge, Amphibious, Resupply, Cargo 
Basic Airborne School 

Basic Combat Training 

Brigade 

Beach Discharge Lighter 

Battle S¢oup 

Bonb Lines 

Base Post Office 

Basic Unit Training 


Civil Afgeirs; Also Combat Area 
Combined Airloading Support Unit 

Commercial Air Movement 

UL 85. Caribbean Command (Joint Command) 

Combat Command 

Combat Control Team 

Change of Operational Control 

Commander in Chief, U. 8, Air Forces, Atlantic Coumand 
Comander in Chief, Ὁ, 8. Kir Forces, Strike Command 
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CINCARLANT 
CINCARSTRIKE 
CINCLANT 
CINCLANTFLT 
CINCNAVLANT: 
CINCONAD 
CINCSTRIKE 
ὍΤΕ 

CHO 

COA 


COMANTDEF COM 
COMCEN 
COMIUWTFA 


COMPHIBGRU 
COMPHIBLANT 
COMSECONDFLT 
COMSTS 
COMSTSLANTAREA 
COMTAC 

CONAD 

cop 

CPX 

CofS A 

CIF 

cru 


DOGRE 
DCSUTR 
DEFCON 
DRE? 
9s 

DSA 
DIS 
DIMS 
DZ 


EOC 
ETS 
EUSA 


PFD 
FMPEC 
FIX 


COP 
6s 


Commander in Chief, U, 5, Caribbean Coumand (See! 
CINCSOUTH) 

Coumander in Chief, U. 5, Army Forces, Atlantic Command 

Comander in Chief, Ὁ, 5, Army Forces, Strike Command 

Commander in Chief, U, 5, Atlantic Command 

Commander in Chief, U. S. Atlantic Fleet (Ὁ, 5. Navy) 

Commander in Chief, U.S. Navy Forces, Atlantic Command 

Commander in Chief, U. S. Continental Air Defense Command 


Commander in Chief, U. S. Strike Command 

Commander, Joint Task Force 

Chief of Naval Operations 

Current Operating Allowances; Also Comptroller of the 
Army 

Commander, Antilles Defense Command 

Communications Center 

Commander, Joint Unconventional Warfare Task Force, 
Atlantic Command 

Commander, Amphibious Group (U, 5, Navy) 

Commander, Atlantic Amphibious Forces (Ὁ, 8, Navy) 

Commander, Ὁ, 8, Second Fleet (Ὁ, 5. Navy) 

Commander, Militery Sea Transport Service 

Commander, Military Sea Transport Service, Atlantic Area 

Commander, Tactical Air Command (USAF) 

Ὁ, S, Continental Air Defense Command 

Command Quepost 

Command Post Exercise 

Chief of Staff, U. 8. Army 

Commander, Task Force 

Commander, Task Unit 


Deputy Commanding General for Reserve Forces (USCONARC) 
Deputy Chief of Staff for Unit T#agning and Readiness 
Defense Readiness Condition 

Division Ready Force 

Direct Support 

Defense Supply Agency 

Date Time Group 

Defense Traffic Management Service 

Drop Zone 


Emergency Operations Center 
Expiration of Term of Service 
Eighth U. S. army 


Forward Floating Depot 
Financial Management Plan for Emetgency Conditions 
Field Training Exercise 

Group Observer Post 

General Support 
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BRAT - Hampton Roads Army Terminal 


race - Interim Army Component Command(er) 

ΠΏ ~ Integrated Fire Control 

TRE ~ immediate Ready Force 

158 - Intermediate Staging Base 

JAAP - Joint Airborne Advance Party 

ZCGROLANT + Joint Central Graves Registration Office, Atlantic 
Command 

208 - Joint Chiefs of Staff 

ADP~FLAK - Joint Defense Plan, Florida Keys 

JOPREP ~ Joint Operations Report 

JSCP - Joint Strategic Capabilities Plan 

ITE - Joint Task Force 

JUNTPA - Joint Unconventional Warfare Task Force, Atlantic 
Command 

LANGFEE - U.S, Atlantic Fleet (Ὁ, 8. Navy) 

Ley, + Landing Graft, Mechanized 

Leu - Landing Craft, Utility 

Loc > Logistical Operations Center 

180 τ Landing Ship, Dock 

LST - Landing Ship, Tank 

uz ~ Landing Zone 

MAAG - Military Assistance Advisory Group 

MAIN ~ Military Authorization Identification Numbor 

MATS - Military Air Transport Service 

ΜΌΝ - Military Districe of Washington 

MEB + Marine Expeditionary Brigade 

MEF - Marine Expeditionary Force 

METR - Minimum Equipment for Training Requirements 

MAE - Materials Handling Equipment 

[ ~ Mission Loads 

MOS +  Milicary Occupational Specialty 

MSTS + Military Sea Transport Service 

NAS ~ Naval Air Station 

NECE + National Inventory Control Point 

as - Organization of American States 

OCo£fT - Office of the Chief of Transportation, Department of the 
Army 

Ost +  Onethe- job training 

O&M A ~ Organization and Maintenance, Army 

OPLAN ~ Operation Plan 

OPO - Office of Personnel Operations, Department of the Army 

OSA - Overseas Supply Agency; Also Office of the Secretary of 
the Army 
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050 ~ Office of the Secretary of Defense 


ote >  Over~the-beach 
PBC + Peninsula Base Coomand 

PCs + Permanent Change of Station 

PLL - Prescribed Loads List 

POE - Port of Embarkation 

POL - Petroleum, Gils and Lubricants (Class ITZ) 
POH, + Preparation for Overseas Movement 

POR - Preparation for Overseas Replacement 

PRANG + Puerto Rican Army National Guard 

RFA - Reserve Forces Act 

ἘΠῚ το, Rolling Liquid Transporter 

ROAD + - Reorganization of Army Divisions 

ROCAD > Reorganization of Current Armored Divisions 
ROCID - Reorganization of Current Infantry Divisions 
RORO - Roll-on, Roll-off (Vessels) 

SAC - Staging Area Cominid; Also Strategic Air Command (USAP) 
SAM - Special Air Mission; Also Surface-to-air missiles 
SARD + Special Airlife Requirement Document 

SASE + Special Ammunition Supply Point 

Sety + Security 

SEUS - Southeastern United States 

SFG + Special Forces Group 

SITREP - Situation Report 

SMG - βε6: υδάβμο 

SOA + Secretary of the Aray 

800 = Secretary of Defense 

SPWARCEN > U.S. Avmy Special Warfare Center 

588 τ Single Side Band 

STRAC ~ - Straregic Army Command (Formerly Corps) 
STRAF + ‘Strategic army Fores 

Tac - Tactical Air Command (USAP) 

TACLOG + Tactical Logistical Command 

TASE - Tactical Aircraft SGpport Element 

TCS + Temporary Change of Station 

TY - Temporary Duty 

1 ~ Task Force 

xa + Task Force CHARLIE 

‘ToC - Tactical Operations Center 

ΤΡ + ‘Timing Points 

τι = Task Onte 

TUSA - Third U, 5, Army 

UML + -Uaiversal Kissions Load 

USAFLANT ~ σι 8. Air Foretes Atlantic Comnand 
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USAPSTRIRE 


USARYIS 
USASHC 
USATC 


USATTIC-SEA 


USATTCA 
USATICG 
USAX 

USNS: 
USSTRICOM 
UNE 


WR 


U.S. Afr Forces, Strike Command 

U. 5. Army Materiel Command 

U.S. Army Air Defense Command 

ὕν 5. Army, Caribbean Command (See: USARSOUTH) 

U.S. Army Communications Zone 

U.S. army, Europe 

U.S. Army, Hawali 

U, 8. Army Forces, Atlantic Command 

U.S, Army, Ῥασ εἴα 

0. 8, Army, Southern Commend (Formerly USARCARIB) 

u. 8. Amy Forces, Strike Command 

Ὁ. 8. Army, Ryukys Islands 

U.S. Army Supply and Maintenance Command 

U, 8. Army Training Center; Also U. 8. Army Transporta~ 
tion Center 

U.S. Army Transportation Terminal Command - Southeasterr 
Activity 

U, 8. Army Transportation Terminal Command, Atlantic 

UB, 8. Army Transportation Terminal Command, Gulf 

Ὁ, 8. Army-owned rail cars 

U, 8, Navy Ship 

U.S. Strike Command 

Unconventional Warfare Base 


War Room 
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APPENDIX A 


OPERATION PLAN CHECK LIST 


FOR OFFIOAL ΒΕ BNL 


LESSONS LEARNED 
OPLAN CHECK LIST 


DCSPER ANNEX 


Does this plan include or make provision for: 


Division 
Ltem No Subject Responsibilicies 


i Maintenance of unit strength 
a. Loss estimates and reports 
Ὁ. Disposition of records 
ον. Reports required, submission 
a. Replacement of combat losses 
e. Fill of units 

2. Personnel Management 
a. Promotion, transfer 


b. POW-Collection, processing, safe- 
guarding 


ce. Civilian personnel-sources, use, 
procurement, administration 


3 Manpower management 
4 Morale 
a. “eave, Rest, Recreation, PX, Legal 
Welfare 


b. Awards and decorations 
¢. Graves registration 
4. Postal services 


3. Maintenance of Discipline, Law, and Order 


FOPOFRGILLSE GHEY, 


Remarks 


ἩΡΡΘΕΗΘΑΒΉΒΕ ΘΝ 


51 No Subject 
3 a. Conduct, appearance, off timits 


b. Military justice, stragglers 
c, Civilian relations 
6 Headquarters Management 
7 Miscellaneous 
a. Safety 
Ὁ. Education 
¢. Dependents 
d. Marriage 
8. Administrative matters 


£. Courter service-aircraft, officers 


Division 
Responsibilities Remarks 


And 


LESSONS LEARNED 


OPLAN CHECK LIST 


DCSINTEL ANNEX 


Does this plan include or make provisions for: 
Division 
item No Subject Responsibilities Remarks 


1 Map Supply 
a. Are sufficient maps available? 


b. Are maps for air echelon stocked 
on post? 


¢. Are instructions adequate for 
initial release and distribution 
of operational maps to units? 


2. Military intelligence Linguists 


a. Roes plan include specific 
Linguists requirements by grade, 
MOS and Language authorized 
each ME unie? 


b. 1Ε requirements exceed capabili- 
ties of ME Linguist pools, are 
pre-cut and prepared messages 
available to procure qualified 
personnel from other CONUS 
sources, 


3 Security 
Ave instructions included for down- 
grading security classification of 
the plan at specific stages of 
implementation? 


4 Is aerial photographic and interpretation 
support adequate? 


a. Has liaison been established with 
AF reconnaissance elements? 


a3 


ΑΘ ΒΟ ESE ERY 


SHEPTON υινίνιοα 


Item No Subject Responsib{iities Remarks 


δ. ave the Army and AF air recon 
processing elements co-located? 


5 fe authorization included for the use of 
intelligence contingency funds? 


6 Are the essential elements of information 
(EEL) current? 


ΕΘΗ ΑΕ ΘΕ ONLY 


LESSONS LEARNED 
OPLAN CHECK LIST 


OPERATIONS AND TRAINING ANNEX 


Does this plan include or make provisions for: 


Division 
Item No Subject. Responsibilities Remarks 
1 Reserve Component Units required for its 
execution 


a, Have specific units been selected? 


b. Has DA been asked to approve this 
lise? 


τ. Has DA agreed to mobilize these 
forces if the plan is executed? 


2. Deployment Instructions prepared for 
(mission letters) all units not receiv- 
ing OPLAN, 


Do employment instructions contain 
specific special training require~ 
ments? 


3 Minimum acceptable readiness categories 
proposed by the employment commander 


a, Arve units assigned to the plan 
assigned appropriate REDGAT? 


b. Do all units meet this REDCAT? 

c, Lf no, have these limitations been 
brought to CINCSTRIKE or DA 
attention as applicable to this 
plan? 


4 Downgrading security classification at 
some specific stage of execution 


5 Yaits that will require reorganization be- 
fore the plan can be executed 


AS 


FOOPAGHI HSE 


ΟΡ ΘΉΉΘΕ SEEN ιν νος 


Item No Subject Responsibilities Remarks 
5 a, Medical personnel 


ὃς Graves registration units 
ας. Linguiste 
d. Other TOE changes 


e. Are army comunders aware of 
these actions? 


ἔν WEIL chey require additional 
personnel and logistical 
support? 


8. GONUS Operating Units 


6 The pre~positioning of units prior to 
execution 


a, Is this necessary for the suc~ 
cessful execution in the time 
envisioned by the plan? 


b. Has DA been asked to release 
authority to direct movement 
to this headquarters? 


¢. Hae DA been asked to release 
any funds required to execute 
pre-positioning actions at the 
time required? 


7. Changing priorities of post support, 
school support, and training centers, 
if required 


8 Command and control Lines that are in 
accordance with the USCONARG basic plan 


If not, is this fact specifically 
covered with clear delineation? 


9 Operational terms such as "attachment" 


fully supportable by Adtinistrative 
and Logistical procedures in being. 


Ab 


ΘΗ ΘΕ ΕΘΗ 


item No 


10 


13 


iy 


15 


16 


17 


ἐθΕΘΡΗΘΑΡΈΘΕ ΘΗ Η Division 
ul sponsibilities 


Instructions or items in the plan not 
in consonance with the USCONARC Basic 
Plan, regulation, or other document and 
are these items clearly identified as 
being an exception? 


8: 


Instructions for the exchange of Liaison 
Officers. 


Pre-cut and prepared messages that will 
facilitate the execution of this plan, 


Wave they been included in an annex co 
the plan? 


units with an established strength and 
priority. 


Those elements of units not required for 
the plan, 


What is the disposition of these 
fragmented elements remaining behind? 


Units that are not available but are 
required for this plan. 


ἃ. Has the non-availability of units 
been evaluated by the employment 
commander? 


b, Has DA and CINCSTRIKE been informed 
of this evaluation? 


Code words 


Will the use of code words facilitate 
the execution of the plan? 


Clearly stating who will be responsible 
for directing movement in the deployment 
phase. 


in the employment phase. 


FOMOFREC HSE ORY 


Remarks 


Division 


Item No Responsibilities Remarks 


18 Distribution of sufficient copies to 
satisfy the needs of commanders in the 
event of execution. 

Should additional copies be ade 
available in sealed containers at 
additional headquarters? 

19. The use of toxic chemicals. 

Their logistical support requirements. 

20. The use of atomic weapons. 

Their logistical support requirements, 

21 the use of other classified ammunition, 

Their logistical support requirements. 

22 Possible joint usage of communications 

centers and facilities by more than one 


agency. 


23. ΨΙ11 existing DEFCON meanings support 
this plan? 


LESSONS LEARNED 
OPLAN CHECK LIST 
LOGISTICS ANNEX 


Does this plan include or make provisions for: 


Division 
item No Subject Responsibilities 


1 Does Troop List contain adequate Combat 
Service Support unite? 


a, Are these units available within 
STRAF? 


Ὅν Does implementation contemplate 
call up and use of Reserve Com- 
ponent unite? If so, has necessary 
DA approval been obtained. 


¢. Will son-available (NVAL) units 
seriously affect implementation of 
plan? 


2 Are types and quantities of unit accompany~ 
ing supplies properly identified and in 
accordance with existing directives? 


a, Is method of automatic resupply, to 
include transition co normal re- 
supply clearly stated? 


b, Are authorized levels stated? 


¢. Are any peculiar cross service agree- 
wents for resupply clearly stated? 


3. WILL prepositioning of supplies or equipment 
be required? 


a. If prepositioning 1s required are 
requirements clearly identified, to 
include location of such preposition- 
ing? 


b. WAEL prepositioning require coordina~ 
tion with other services? 


ΤΠ ΓΕ ONLY 


Remarks 


4.9 


Item No 


4 


Responsibilities Remarks 


is there a requirement for intermediate 
staging of forces? 


a. If staging is required is the 
responsible headquarters designated 
to operate staging bases? 


b, Has responsible headquarters pre~ 
pared an adequate supporting plan, 
to include requirements which are 
beyond his capabilities? 


¢. Have identified requirements of 
responsible headquarters been 
satisfied, to include nomination 
of specific units not available 
within his command? 


Ave maintenance policies clearly stated? 


Are instructions for establishing trans>..... 
portation requirements adequate - For air - 
for seat 


a, Are responsibilities of various head- 
quarters and agencies clearly stated? 


. Is there ἃ requirement for port oper~ 
ation and if so is responsibility 
clearly fixed? 


Will the plan require the establishment of any 
Class IV operational projects, to include anti- 
cipation of projects for base development? 


Have such projects been initiated? 
Has an overall review of the complete 


logistical annex been made, to include 
necessary participation by all concerned? 


" 
LESSONS 
OPLAN CHECK LIST 


COMPTROLLER ANNEX 


Does this plan include or make provisions for: 


ikem No 


1 


Division 
Subject Regponsibilities Remarks 


Have adequate Finance Unit(s) been 
assigned for the aission? Has paying 

jurisdiction of each been established by 
organization and/or physical boundaries? 


Have provisions been made for payment of troops: 
a, Ag home station 
δ. In staging area 
αν. In objective area? 


Have provisions beemmade delineacing 
travel entitlement and travel payment 
responsibility? 


Have provisions been made as to responsi~ 
bilities for payment of commercial 
accounts at varfous levels/areas? 


dave provisions for the payment of 
indigenous personnel been made? 


Have provisions been made for emergency 
payments to dependents utilizing allot~ 
ments and/or direct emergency payneats? 


Have provisions been made for Staff Finance 
and Public Finance Services? 


Have currency controls been provided τὸ 
include types of currency to be used within 
the various areas included in the plan for: 


a. Commercial transactions 


FOR-OFOHL SEALE 


FORGES NEP οἱνίιοι 


Item No Subject Responsibilities Remarks 
Ὁ. Troop payments 
5. Exchange facilities? 


9 Has the utilization of the following 
been considered? 


a, Class A agents, 
Ὁ, Class B agents. 
c. Inprest Pund Cashiers. 


10. Has the possibility of utilizacion of 
“General Allotments" and/or “Bulk 
Commitments" been considered? 


1: Have provisions been made as to the 
level at which, and the degree to which, 
accounting, under the Financdal Manage~ 
ment Plan, will be performed? 


12 Have provisions been made establishing 
levels thru/to which funds will be 
distributed and from/thru which Status of 
Funds Reports will be prepared/forwarded? 


13. Have reporting requirements and reporting 
shannels been established to include 
rendition of accounts? 


14 Have functions τὸ be mechanized and degree 
of mechanization of such functions been 
established? 


1S Are reporting installations and/or activi-~ 
ties directed to be prepared to substantiate 
reported costs? 


16 Are instructions conceralag the foraat 
pertaining to reporting costs included? 


17 Is the OPLAN conducive to mechanization? 
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Sources: 


MAPL Ne. 1, 2, and 3: Hq 824 Abn Div, The Role of the 824. Airborne Division 
in the Cuban Crisis, 2962 (0). Gp. 3. LOR ‘SECRET - Maps are SECRET), 


MAPS Nr. 4, 5, 6, and 7; Briefing for Def Sub-Com, House Gom on Approp, by 
Gen. H. B. Powell, CG USCONARC, 21 Jan 63, subj: Review of the Cuban 
Situation, Gp. 3. (TOP SECRET ~ Classifications of the maps are as 
indicated.) 
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